
A 



Richards 



A urouosal for the use of interviewing 
in the handling of grievances hy 
division officers of the United States 
Navy, 



Su) 



Tmesis 



\ — - 



A PROPOSAL FOR THE USE OF INTERVIEWING XH THE 
HANILIHO OF GRIEVANCES BY L IVISXOV OFFXC EEC 
OF THE UK I TF D STATES HAVE, EASED OK 
INDUSTRIAL APPLICATIONS 



t 



A Thesis 

Presented in Partial Fulfillment of the Requirements 
for the Degree Master of Xus i ness Adaini strati on 



By 



DOMALD RODERICK RIC11ARLS, P.Sc. 

x' 

The Ohio State University 

1952 



TABLE 0? CONTENTS 



CHAPTER PAGE 

I IKTRODUCTIOM 1 

Background. Data and source of the 
study. Limitations of the study. 

Order of presentation. 

II THE NATURE AND IMPORTANCE OP GRIEVANCE? 9 



Introduction. Definition of grievance. 

Nature of grievances. Importance to 
Management. Importance to the Navy. 

Ill PR k 5. HUT STATUS OP GRIEVANCE PROCEDURES 

IH THE NAVY AND IN INDUSTRY 33 

Introduction. General background. 

Current procedures. Non-unionized 
company procedures. Unionized 
company procedures. Naval grievance 
procedures. Importance of the first 
step in the grievance procedure. 

IV INTERVIEWING AND ITS APPLICATIONS AND 
USE IN THE FIRST STEP IN GRIEVANCE 
PROCEDURES 6l 

Background. Current industrial 
practice. Methods of interviewing. 

Direct type interview. The non- 
directive approach. Rules for 



interviewing. 

V SUMMARY AND PROPOSAL 82 

Introduction. The proposal. 

BIBLIOGRAPHY 87 



ii 



uuu 



A PROPOSAL FOR THE USE OF INTERVIEWING IN THE 
HANDLING OP GRIEVANCES BY DIVISION OFFIC- P.5> 

OP THE UNITED STATES NAVY, BASED ON 
INDUSTRIAL APPLICATION!' 

CHAPTER I 
INTRODUCTION 

Background 

The importance of interviewing in the field of 
grievance natters and procedures cannot be stressed too 
strongly. Interviewing techniques, when properly applied 
and used, have proved to be great helps in getting at the 
cause and bases of both expressed and implied troubles and 
dissatisfactions. Labor relations, which include not only 
those situations in which there is no conflict, but also 
includes those areas in which there la disagreement has 
both industrial and military applications. A grievance 
is usually considered to be a situation in which the em- 
ployee is dissatisfied with relations with management.^ 

In the military, the responsibility for satisfactory 
labor relation* la a line responsibility. As will be shown 
later, the division officer is charged with this responsi- 
bility by tiie United States Navy Regulations 191*2. The 
responsibility for satisfactory labor relatione in an indus- 
1 

Michael J. Jucius, Personnel Management , Chicago: 
Richard D. Irwin, 1951* P» 1*2 
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trial concern is both a line and a staff function. 

The foreman in industry is usually the person most 
closely associated with the worker, and, being in this 
position, is management’s closest contact with the worker’s 
actions, beliefs, and attitudes. In most instances, standard 
procedure Is for the worker to first present his grievance 
to his immediate supervisor. It is at this point, the first 
level in supervision, that attempts are being made to handle 
grievances so that they will not become added tasks for high- 
er management. Similarly, In the Navy, the division officer 
is the commissioned officer most closely associated with the 
men In his division. It is his responsibility to handle the 

grievances of his men, and recommend disciplinary action 

x 

should circumstances warrant such action. 

Before proceeding further, two definitions wiil be 
offered so the supervisor’s and division officer’s duties 
and reaponaibili ties can be clarified. The word foreman 
and supervisor are used interchangeably In industry, and 
will be similarly used In this paper. The definition for 
supervisor and foreman will be that set forth by the Manage- 
ment Labor Relations Act of 1947 ** contained in section 2 

2 

LO£. clt. 

3 

Uni ted States Navy Relations 194b . Vfashin ton: 

United States Government Printing Office, 1948, article 
1043. 
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(11) a. which states: 

...any individual having authority, in the 
interest of the employer to hire, transfer, 
lay off, recall, promote, discharge, assign, 
reward or discipline other employees, or 
responsibility to direct them, or adjust 
their grievances, or effectively recommend 
such action if in connection with the fore- 
going exercise of such authority is not 
merely routine or clerical nature but re- 
quires the use of independent judgement. 

The definition of division officer will be that con- 
tained in the Uavy Regulations which states:^- 
101*3 Definition 

A division officer, within the meaning 
of these regulations, is one regularly 
assigned by the commanding officer to 
command a division of the ship's organiza- 
tion. 

101*1; Responsibilities and Duties 

1. A division officer snail be responsible, 
under the head of his department, for the 
proper performance of the duties assigned 
his division, and for the conduct and appear- 
ance of his subordinates, in accordance with 
the regulations of hie Commanding Officer or 
other Superiors. He shall keep himself in- 
formed of the capabilities and the needs of 
his subordinates and, within the limits of 
his authority, he shall take such action as 
may be necessary for the efficiency of his 
division and the welfare and morale of his 
subordinates. He shall train his subordin- 
ates in their duties and the duties to which 
they may succeed, and shall urge them to 
qualify for advancement and improve their 
education. He shall supress any improper 
or unseemly noise or disturbance, and shall 
report to the Executive Officer all infractions 
of regulations, orders, and instructions which 
are deserving of disciplinary action. 

j. 
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To further clarify, the tern? diviaion officer refers 
to a regularly commissioned officer in charge of a group of 
non-commissioned men. By way of example, if ha were the 
Airframes Officer of an Aircraft Squadron, he would have 
under his command a group of structural mechanics (metal 
smiths) and would have the responsibility of planning, or- 
ganizing, and controlling their work. His Job would be 
administrative in nature, and he would not, under ordinary 
circumstances, be required to actually perform manual tasks, 
using the tools and machines common to the metal smith 
trade. He would be assisted by a leading petty officer who 
would help in the administrative tasks, but who would also 
be one of the work group being technically qualified and 
proficient in the skills required by the trade. 

The situation in industry is similar. The supervis- 
or’s task, f >r the most part is administrative in nature, 
snd he ia charged with the planning, organizing, and con- 
trolling the efforts of those assigned to work for him. 

He is assisted, in many cases, by a group leader who helps 
with the administrative taska, and who, like the leading 
petty officer, is also a member of the manual work group. 

The position and responsibility of the supervisor and the 
division officer will be discussed at greater length in 
later chapters. 
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Bingham and Moor©,’' in their writings, have defined 
an interview as follows. It is any conversation ’’directed 
to a definite purpose other than the satisfaction of the 
conversation itself.” This is not the only condition to be 
met by the process as there must be give and take between 
the participants. There are other indications such as 
facial expressions, gestures, and general behavior which 
supplement what is said. All the items mentioned contribute 
to the purposeful exchange of meanings, which is the inter- 
view. 

This study is not intended to be a comprehensive one 
of all the factors involved in labor relations as related 
to the supervisor and his counterpart in the military, the 
division officer. Grievances have been selected and the 
part that interviewing techniques can play in getting at 
the facts, so that satisfactory relations may be maintained 
and areas of conflict determined enabling corrective action 
to be taken. There is a striking similarity in the position 
of the supervisor and the division officer in many respects, 
as has been pointed out. It is expected that the informa- 
tion gathered and the proposals set forth in this study will 
prove to be of benefit to both industry and the military. 

A better understanding of the part that interviewing can 

- 

Walter Van Dyke Bingham and Bruce Victor Moore, 

How To Interview , Mew York: Harper & Brothers, I9I4I, p. !• 



t 



- ^•*■1 i ’ , * > f • * *■ 

h»t • sd g 3 r I V' ■• ' 1 - » * * * 

V. #C - .4 .... - 

• > c4 %.*(>» • • '*• J r '-' * ■ : •*' ' ,r * 9 *' " 

«J 4f ll <hl« *u l« i < • •"' " * <, ° 

• 4 u w . MoiAftBifcff ' . • • * * . ’ 1 * •'* * * *'■' 

at i • *n+. • , "•* ' »*t «* '•'»■»• 

Irmoiinm wM< -.»• . .- • • •*'*-• • 

i *c.d • . «* - -»• •- Ki •'-■•<»* it. l*«o< •*..-* ••.' 

« • 

*,•■• m'-t - • J I-4||.|»..J i*r • • 'U1I »lt'~ 

fi %ln m twiitlM *06+1 ft J t>*r t~*~i fsaurt *<J Ua '»« 

•<ij a- ' .u Ji* t : • ^ 

-r )is« i - o.- • *• - • • • • •'■ »"''»* ' * 

»r>m«V •* •*!* ••• »t-- 

., - .»« «tf ••* ' ' ' J * ' i*r*< :«.*»* • *• ’ A % " ' 

s%lh* wi»j IWM m*U< >m% io mam *«* 

0 <c«t- ^S# 1*4 vftuUili •*> S-* * •• '* ■•'- • * 

% %fy> ■••? »***vjr. v.' - . ?•«- » ’ * * J ’-•■ 

. .4, i , i .*•>**.,»• t. *•* . 4 **^ - • • '»• •* 

:* - r j «• • i-JV *•» oW • • rt o 

.fMiiltt >...• ic.ft ***>' •« •• *•' 1 

n*a intnh^Mftl sm» »•••* acs "w >o ) V *« *• #•■ J 

* 

*r . > .' * r 0h v tli • *V«1 * "•» •*»**• 

, 4 . , r •» : ,••..•■• • \ i *■ : • * •• . I • • * i . - 1 - ’ — 



6 



play in the establishment of good and happy relations for 
the individual in his working situation may be gained. It 
is not expected that tho study will be conclusive in Itself, 
but it is hoped that it will form the basis for further 
studies in this area. 

Data and Sources of Study 

Much of the information gathered ia based on the work 
of authorities in the fields of industrial and personnel 
management. Most of the source material was gathered from 
the libraries on the campus of The Ohio State University, 
Columbus, Ohio. Additional material was obtained from the 
library of the Bureau of Business Research, The Ohio State 
University, Columbus, Ohio. Pour field trips were taken, 
three to the Bureau of Naval Personnel, Washington, D.C., 
and the fourth was a tom* of Naval Installations at Memphis, 
Great Lakes and Glen View. The tour of the naval activities 
was made primarily to gather information for study while 
at The Ohio State University, and during this trip many 
opportunities were made available to the group to study 
naval personnel practices. Some of the information for the 
military phase is based on the author’s eight years exper- 
ience as a naval officer. Other data were gathered from 
current military publications and manuals. 

Three trips were made to various manufacturing con- 
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earns located here in Columbus, Ohio. The concerns visited 
were Banco, Timken, and the North American Plant. Much 
information was gathered by talking to the personnel direct- 
ors for Timken and Banco, while the labor relation section 
at North American furnished valuable information concerning 
the problem. 

Limitations of the Study 

It ia not the purpose of this study to set up a train- 
ing program whereby an attempt would be made to make a 
clinical psychologist of either the division officer or the 
supervisor. Neither is it the purpose of this study to 
determine the methods to be used in putting the proposal 
into effect. The contention is this - there are principles 
and conditions that exist in the field of interviewing that 
could be taught to the division officer and the supervisor 
which would aid them in getting at the problems of their 
subordinates so that corrective action might be taken. As 
set forth by Pfiffner, there is an area of practical 
psychology that is practiced intuitively by persons having 
good human relations which could possibly be taught to 
supervisors and division officers. The proposition in- 
volves three divisions; firstly, supervisors can be trained 
to recognise the symptoms leading to problem cases, second- 
ly, that they can be trained to conduct elementary interviews. 
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and lastly, that they could be tau hfc when to call In and 

6 

how to cooperate with a professional clinician. The area 
with which this study will be concerned ia that of the 
elementary interview and the proposal for its use by the 
supervisor and the division officer in the handling of 
grievance matters. 

The study is limited to a consideration of the part 

♦ 

that the supervisor plays in the first step of the grievance 
procedure in both unionised and non-unionized Industry. 

Order of Presentation 

Chapter II will be a diacussion of the grievance, its 
definition, what are some of its effects, what are some of 
its symptoms, and so forth. Chapter III will be a dis- 
cussion of the present status of grievance handling in in- 
dustry and in the Navy, considering only the first phase of 
the procedure. Chapter IV will be a diacussion of inter- 
viewing and Its application to the troubled area. Chapter 
V will discuss the idea that there are conditions and prin- 
ciples existing in interviewing techniques which can be 
taught division officers that will aid them in working with 
their subordinates, and in handling their grievances. 



6 

John M. Pfiffner, The Supervision of Personnel , New 
York: Prentice-Hall, Inc., 1^5^* P* 2^7* 
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CHAPTER IX 



THE MATURE AND IMPORTANCE OP GRIEVANCES 

Introduction 

Grievances have become a very important issue in the 
field of personnel management in the past few years. 
Grievances have become so Important in unionised industry, 
that those matters which have formed the basis for common 
or repeated complaints have been spelled out in great detail 
in the negotiated contracts. In fact, one authority states 
that union contracts now bulge at the seams with details 
for formalized grievance procedures.^ Lester estimates that 
there are over 100,000 labor-management agreements signed 
each year and that the number of grievances settled under 
the provisions of the contracts probably exceeds one million. 
In the year I 9 I 4 .Q, under the contract between General Motors 
Corporation and the United Automobile, Aircraft, and Agri- 
cultural Implement Workers, (CIO) more than 55*^00 griev- 
ances were filed by the workers - an average of about one 

2 

grievance per each eight employees. 

1 

John M. Pfiff nor. The f Supervision of Personnel , 

New York; Prentice-Hall Inc., 1951, p. P& 4 .. 

2 

Richard A. Lester, Labor and Industrial Relations , 

Hew York: The MacMillan Company, 1951, p. 151 . 
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In the military too, the recognition of grievances has 
proved to be of the same importance that it has in industry. 
Although in the military there are no contracts In which 
specific grievances ore listed, dissatisfactions can cause 
the same results as they do in organized industry. For the 
most part, the ensuing discussion will deal with grievances 
in Industrial situations. It Is hoped to give the reader a 
good picture of the industrial case, and then In the latter 
stages of the discussion relate its similarity and import- 
ance to the military. Grievances arise in sll working situa- 
tions, and if the reader understands the application In one 
situation It is easily transferred to another. 

The increased thought given to grievances and the de- 
sirability of opening formal channels for their discussion 
has brought about the shop steward system as it now exists 
in unionized industry. In the shop steward plan, an employee 
of the company, by stipulation in the union contract, is 
permitted to spend part of his working hours conducting 
union business. Frequently the contract states that the 
employee may carry on this union business during specified 
times of the work period without deductions being taken 

A 

from his pay check. 

Dissatisfactions felt by the employee about the 
company, if they were made known to management, would prob- 

5 ' 

Ffiffner, ojj. cit . , p. 364. 
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ably be the most significant single Index of stability.^ 

This ata tement indicates the importance of management's 
knowledge of existing dissatisfaction® in the labor force. 
When complaints are brought out into the open, then they can 
be the basis for corrective action which will eliminate the 
source of irritation. Removing the irritation builds up 
the employee's confidence in the company. Increases the 
morale of the work force, and tends to increase the effi- 
ciency of the laborers. 

If one were to attempt to solve the problem by 
scientific methods, then the following steps ae recommended 
by Jucius are appropriate. This approach, a quasi -scientif- 
ic one. Involves six steps which are listed as follows: 

(1) a careful statement of the problem, (2) establishing a 
working hypothesis, (3) collecting data, U|) reaching a 
tentative solution, (5) checking the solution, and (6) 
applying the solution. 5 Here again the necessity of knowing 
the problem is of great importance. Employing the scien- 
tific method you have to have a statement of the problem 
before you can attempt to arrive at the solution. Unless 
the problem la known, the solution cannot be found, and 

n 

Paul Plgors and Charles A. Myers, Personnel Adminis- 
tration , A Point of View and a Method , Hew '"York : McGraw-Hill 
book Company",' " lyijy , p. ICoT 

5 

Michael J. Juclua, Personnel Management , Chicago: 
Richard E. Irwin, Inc., 195^# P- 1^- 
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Definition of Grievance 

If grievances have become so important, then what are 

they? One of the authorities in the field of personnel 

management has defined grievances qs follows* 

It m«ana any discontent or dissatisfaction, 
whether expressed or not and whether valid 
or not, arising out of anything connected 
with the company that the employee thinks, 
believes, or even ’feels' is unfair, unjust, 
or inequitable ,7 

The above definition is very broad in scope. It does, how- 
ever, limit the grievance to the company, its policies, and 
actions. If it were possible for the worker to come to 
work with his mind free from all his associations - such as 
those pertaining to hie cultural beliefs, his inherited 
traditions, hia fears, hia hopes, and his aspirations, then 
the author would accept the above definition. It does not 
appear possible to separate those items mentioned from 
those items that would be associated solely with the work 
environment. In order to limit the grievance solely to 
discontent with the company, there would have to be what 
one authority calls two types of grievances; first, those 
that are personal in nature; and second, those which he 
terms "pure" grievances and are only associated with the job. 
It appears that such a dichotomy does not exist. Such dis- 
7 

Jucius, 0 £ clt . , p. 15. 



*1 



._» ► _ i £•_. ££< . • 

• • • «*r** c* •--.-••a iv^ ««>-•. •!•«., *; 

♦ *nn.' i I I *ji! ,J • •ill iM 1.0 *r. ir-.vl 

•..•ollol M »or,»'»<v. bto . in* .» ■ ;.i« » 

»<;• t lr>t> I *••!£> ■v'l ln» 3 r>*>-> Jo ^pu • o ■ >f li 

tllm* , i«rt.» 9 is '« ckj* iO 

i-«3o»n«'" *-ot ’S’.a» *o i •.•'•• "*!•/* t 

, iioiril ©tf -v;Ii »rl , \( £ ^ 

% n I > ' • i ij %f '«<•■%.’ <>*«•- iw t « vel:* 

, «I - *iu 

-•o. ,4a«jb i 2 • oe ni ;.*c*r r »l cm1J1 ~ l io/ pvo'ii : 

ua ,* -folio* #11 , (P v»o *r 1 ' itcil ,: * 

gj «M'.o ••/ : ** x * 1 © i • »• i i . ► . ■!!•*.- , -*»•• it a .4noilot 

«• rov. - m* J't r* - *i » ►ft .Tf.t . I JI# f • 

:»*! i i a i .alalia- *ir of ». -i^ 

.*•1 (la il-,*» elf; i.i l a*-qo- t «lit ,riH' ai« n. 

; -j< .ofc i; *1 Mat. «• o * «r*j 1 \» * x it..':- = i*sf 

a*.- n i« linaa «•*!! si*.'! * t >.*•»* - ■;> - 

an:-* ti l j iv rI>lo t'J ►* I f •-*! * » w - 

<: « io ’ • • t aw • <■ . i •• •<* "n r c i .t . 3 **« - r -*i '. • »r? 

^ u< «•? r.j • hj 0 1 Vi**.*! ,\«t*« 4 P *>0 •»*# )* J i • '-Jft 'i* ■> 

... t Ji i> 1 * *»*»l , '* 1 •< iMOt *.* » «■ r 

£•• 8 <•! '..•■» ,«»j *•* ; *y : . Ill 

,,ir» • il» «*i *:oom« *,Xn n .t*/.. * • • i» • 

-? v;... • . 1 Si*.S J-j.. ' 1 ■>:•-;• > . . t l > . 

f 



.. f . j , .wi* , aUt' r - i> L 



12 



management Is helpless to take corrective action. 

How can management get these facto? When the worker 
has a grievance, he should have means at hand which will 
provide him with a channel of comr.uni cations to management. 
One writer states the importance of comrauni cations in 
grievance as follows: 

Human relations can only be as sound as the 
personal communication existing in the company. 

»non personal communications break down, the 
same results occur as when national communi- 
cations are impaired. Things stop moving; 
confusion exista; rumor flourishes.” 

The importance of communications in the field of grievances 
cannot be ovarstressed. When management becomes aware of 
the trouble, then it esn take corrective action, thereby 
increasing the stability of the company. 

The position of the division officer and the super- 
visor in the area of grievance handling should never b© 
under estimated. Here ia labor's closest and nearest con- 
tact with management. It is the purpose of this study to 
investigate interviewing as a technique employable for the 
grievance problem. It is hoped that interviewing will pro- 
vide the supervisor and the division officer with a method 
for determining the facts in the grievance problem so that 
appropriate action can be taken. 

5 

B ?/hen Foreman Deals Rith The Worker,” Factory Manage- 
ment and Maintenance , March, 19U6, p. 115 • 
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satisfactions do not appear as separate entities, and because 
of their interaction, would be impossible to separata tr' 
each other. These d 1 s s a 1 1 s f a c t lo n a__a re . js v 1 d e n c e d as emo- 
tions and attitudes, and, as such, their separation woulo oa 
extremely difficult, if not impossible. If management’* 
policy were to handle only those grievances that are limited 
to company policy, action*, and associations, how then would 
they set up a policy that would distinguish personal griev- 

H 

ancea from those grievances that were purely job associated? 

Winston's Simplified Dictionary defines a grievance 
as follows? 



... 1. A sense of wrong or oppression; 2, a 
just or supposed ground of complaint; a cause 
for annoyance; obs., 1, suffering; grief; 2, 
anger; displeasure;.... 

Part two of the definition best fits the purpose of this 
study; however, it is not detailed enough to give the clear 
understanding necessary. 

There are wide variations in the field of personnel 

management to the definition of grievance. Hie following 

definitions will serve to show some of the variations. 

Smith, in his article, defined a grievance as follows 

A grievance is an act, occurrence, or an 
attitude, either expressed or implied re- 
sulting in a real or imagined feeling of 
injustice, of having been oppressed or 
Injured. 



P. C. Smith, "Shope Grievances - The Human Approach," 
Personnel Journal , September 1, 19^7 » PP* 93-102. 
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Smith, Ibid., p. 95 
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Figors and Myers considered a grievance in this manner 

A grievance is a complaint that has been ignored, 
overridden, or in- the employee* s mind otherwise 
dismissed without due consideration. 

The above definitions were taken from the writings of per- 
sons recognized in the field of personnel management. There 
are other definitions of grievances. The following is a 
compilation made by the United States Department of Labor 
of the various definitions given to the word grievance by 
labor-management contracts. The list is not complete, and 
its inclusion is only for the purpose of^giving the reader 
a broader understanding of the implication of the meaning of 
grievance. The usual form of the definition limits the use 
of grievance procedures to either (1) matters under agree- 
ment, (2) matters of interpretation or application of the 
agreement, or (3) matters of wages, hours or working con- 
ditions, or any combination of the three. Some of the con- 
tracts make no attempt to define grievance at all, but still 
discuss the matter in which they should be handled. 

Grievances have usually been limited to the interpre- 
tation and application of the contract. In some contracts, 
it is expressly stated that changes in the contract are not 
subject to grievance procedures, that grievance procedures 
apply solely to those matters arising within the framework 
of the contract. Listed below are some of the definitions 

TO 



Pigors and Myers, 0 £. cit ., p. 107 
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of grievances contained in labor-management agreements. 

1. Any dispute, disagreement, or difference 
arising between any employee or the union 
and the company may be inter preta ted as a 
grievance. 

2. Any dispute as to the meaning or applica- 
tion of this agreement shall constitute a 
grievance. 

5. A grievance la defined to be any controversy, 
dispute or difference between the company 
and the union involving hours of labor, 
wages, and working conditions. 

I*. Any employee who has a complaint may discuss 
the alleged complaint with hie foreman In an 
attempt to settle it. Any complaint not so 
settled shall constitute a grievance within 
the meaning of this article, ’Adjustment of 
Grievances ’ 

As seen from the above definitions, the definition of griev- 
ance can cover a wide assortment of sins. For example, the 
first definition applies to any dispute between the company 
and employee or union, while the second definition confines 
grievances to only those areas that involve application of 
the contract. The third definition is very narrow in scope, 
and limits the grievance to very objectively measured items 
such as wages, hours, and working conditions. The last 
definition gives the foreman a chance to settle the dispute, 
and should he fail in this effort, then the matter becomes 

n 

Collective Bargaining Provisions , Grievance and 
Arbitration Provisions, Bulletin No. 606-16, united States 
Department of Labor, Washington: United States Government 
Printing Office, 1950# P» 8* 
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material for the grievance machinory. 

Prom the preceding discussion and consideration of the 
various definitions presented, ^h© following if offered as 
the definition of grievance, 

A grievance is any complaint, discontent, or 
dissatisfaction, whether or not expressed and 
whether or not valid, that the employee thinks 
or believes is unfair, unjust, or inconsiderate. 

The definition is very similar to that presented by Jucius, 
but has been widened in scope. The above definition does not 
limit the source of the trouble to the confines of the company. 

In order to recognize the true significance of the 
definition, it would be a good idea to break it down and 
analyze its component parts, Jucius states that in discuss- 
ing grievances, the talk can center about , two thing.* • (First 
of all it is possible to talk about the results of the griev- 
ance, and secondly, it is possible to talk about the things 
that caused the grievance. Take, for example, the hypotheti- 
cal case of Tom Smith who failed to be promoted to supervisor 
the last time advancements were made. Now, if Tom is dis- 
satisfied because hi was not promoted to supervisor, his 
problem can be discussed in the ensuing manner. One person 
might call the grievance Smith’s failure to be promoted, 
while a second person might call the grievance Smith's dis- 
satisfied attitude. Both people are discussing the same 
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Items and, as these Items relate to the same circumstances, 

they must go together* Had not Smith complained about 

falling to get the promotion, then there would not have been 

a grievance, but when the attit ude and_the trouble are c om- 

bloAd*_ then- the re suiting. JnJLxt uremia vane e. This is 

assuming, as Juciua probably would do, that the jrievance jaill 

have some bad eff ect on the company in that it wil l r esult 

in a lowe ring o fjnorale, and a lowering of the, efficiency 

12 

of the work force. 

Secondly, the source of the grievance ia not limited 
to the company boundaries. In a military situation, the 
source of tho complaint cannot be limited to the area of 
the command. It must be remembered that in the military 
situation, the enlisted man ia with you for the duration 
of his enlistment. On foreign stations, or aboard ships, 
where the men are away from their families, the absence 
alone will create many personnel problems. The division 
officer many times has to assume the role of father con- 
fessor, giving advice and aid to the enlisted man. In most 
problems Involving family relationships, the standard pro- 
cedure is for the division officer to refer the roan to the 
chaplain. Even though the man is referred to the chaplain, 
the effects of the grievance are still present until the 
cause has been removed, here again, the indications of 

12 

Juclus, op . cit . , p. 
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the Grievance are low morale, lo w ef ficiency, and poo r 
q^llty^work^output . Although the correction of those con- 
ditions which brought about the grievance may not be the 
concern of the division officer. It Is up to him to sec 
that the sailor lc referred to the chaplain where efforts 
will be made to correct conditions which are causing the 
difficulty. Euch effort could be in the fern of advice, a 
recommendation for leave (vacation), or o recommended trans- 
fer to n more favorable location. 

In the industrial situation, grievance erising from 
conditions not under the control of the company would also 
have to be considered. Mo matter what the source of the 
trouble may be, the Eyt:pto&G will always be the same. Any 
time that there are indications of low morale, poor quality 
of work, a lowering of efficiency, and e Iosb of productive 
capacity, management will be concerned. Management has a 
choice of two courses of action. First, it car, ignore the 
comp laint; or secondly, it can do something to overcome 
the difficulty. When the trouble Is outside the control of 
the company, then management can refer the man to a clini- 
cal specialist in hopes that he can clear up the difficulty. 
The clinician may be able to save the man and save the 
company the expense of training someone to take his place. 

If the problem cannot be solved, then mans cement will have 
to get rid of the individual so that hia attitudes and low 
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morale will not spread to others In the work force. 

in the third place, the definition says that an unex- 
pressed or implied complaint is also a grievance. This 
third area Is one of the most important to the company. The 
implications are eigno that some corrective action la neces- 
sary. The recog nition of Implied grievances is Important to 
management for two reasons. In the handling of the Implied 

grievance, the supervisor can do much toward building up his 

13 

own prestige with the work forca. In his writings, 

Gardiner stated that if the foreman can find the possible 
cause of a grievance and voluntarily take some corrective 
action, hlc action will be much more appreciated by the work- 
era than if he took the same action after his men had filed 
the complaint through formal channels. Any corrective action 
taken after the formal complaint ha a been filed still leaves 
a bad taste in the mouths of the workforce. The second 
reason for the importance of recognition of an implied 
grievance ia this. Some men will fail to express minor 
irritations and will !, put up" with existing conditions rather 
than make an issue of it. ihis does not indicate that they 
©re satisfied with conditions, but rather that they are ab- 
sorbing the minor irritations, fooner or later their sys- 
tems will reach the saturation point and they will explode, 

13 

Ulen Gardiner, better loremenahl^ , 
hill Book Company, 1%1, ’pp." iTo-'*9* 
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This is the danger of the unexpressed grievance. The snail 
grievances have a cumulative effect on the workers, effect- 
ing their output and lowering their morale. The exploding 
point can be expressed as alow downs or strikes. The super- 
visor should always be on the lookout for the tell-tale sign 
of the implied grievance, and should attempt to make correc- 
tions without being directed to do so. 

The definition contains the term "whether valid or 
not” and is applicable in the following manner. This area 
pertains to those opinions and beliefs that are held by the 
workers. The diss a tisf action or cow pla int th at the ind lvl d- 
u al «av h ave . may be t led up in his emotions and attitudes, 
and as such cannot be removed by concluding that they are 
mere opinions or thoughts of the workers and as such do not 
amount to much. Gardiner gives the following advice to 
foremen: "... a grievance is a grievance when the man com- 

plaining thinks it is a grievance.”^ A person can be just 
as concerned with something he thinks or believes or 
imagines to exist as he can be when the imagined grievance 
actually coca exist. 

15 

Jucius, op . clt . , p. 431# and Gardiner, ££. cit . , 
p. $ 0 . Both of these authors give considerable weight 
to the Implied grievance and its importance to the indus- 
trial concern. 
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Nature of Qrle «~ances 

Sine® the entrance of the labor unions into the field 
of industrial relations in 1933 * nore and more attention 
has been given to the necessity for the quick and proper 
handling of grievances, before proceeding farther the 
writer has listed below some of tho items that have been in- 
dicated as grievance matters and have been afforded recog- 
nition in numerous writings. It must be remembered that 
the list is a compilation of items that have been expressed 
as grievance matters in both texts and union contracts. The 
list is by no means complete. There are myriads which could 
become grievances. The items on this list are presented 
because they are typical of grievance items in current 
literature. 

1. Improper behavior on the part of fellow 
workers. 

2. Failure to assign overtime properly. 

5. Bxcessive number of apprentices. 

ij.. Methods used in time studies. 

5. Unjustified discharge of an employee. 

6. Relatives working under the foreman. 

7* "Bawling out” worker in front of others. 

8. Putting men on Jobs for which they are 
not fitted. 

9* Failure to promote from within. 

10 . 



Favoritism 
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11. Giving orders without reason. 

12. Unguarded work hazards. 

13. Withholding credit. 

14. Lack of human sympathetic interest in 
the worker. 

15. Ignoring complaints. 

Although there are many benefits to the formalized union 
procedure for presenting grievances, the strictly legal- 
istic interpretation has worked some hardships. Notice that 
the grievances listed were, for the most part, objective in 
the conditions that they describe, and present items that 
can be measured by comparison with some set standard or nor- 
mal. The legalistic approach is splendid; that is, for the 
Jurist who has to decide the issue, but it is not so good 
for the worker. The legalistic approach has become so ob- 
jective that the human element has been set in the back- 
ground. The legalistic approach does not eliminate the 
feelings, sentimentB, and tensions with which the complaint 
is surrounded, it merely pronounces them as irrelevant. 

This tendency of the legalistic approach forgets some of 

the characteristics of grievances which are fear, grief, 

15 

uneasiness, anger, annoyance, and the like. J The legalis- 
tic handling of grievances has brought about a new situa- 
tion. In his book, Selekman states that now workers have 

15 

Benjamin P. Selekman, Labor Relations and Human 
Relations , New York: McGraw-Hill Book Company, 19!$, p. 85. 
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started to disguise their grievances so that they will con- 
form to the specifications that ore set up in the union con- 
tract. 



It is, however, nothing less than a typically 
human reaction that nullifies the unfailing 
aspect of this expectation. For, needless to 
say, workers hardly remain unaffected by the 
crucial development that establishes the 
explicit teats by which grievances will be 
accepted as valid or rejected ae imaginary. 

Instead, just as management and union forge 
the clauses of the agreement for sifting out 
the legitimate from the illegitimate com- 
plaints, the workers adopt these same clauses 
as sanctioned forms of expression of all 
manner of dissatisfaction. If only wage 
complaints, protests against transfers, shift 
assignments, or other ’just’ causes are accepted 
as legitimate, employees time and again will 
display remarkable facility for fitting varied 
feare and resentments into approved formats 
for complaining. They do not, of course, 
systematically think through this device 
for circumventing the rejections implicit 
in legalistic adjustment procedures. Their 
behavior is, rather, an unconscious response 
to the social situation created by the prevail- 
ing approach to grievances 

Once the terms of the union contract have defined those 
items which may be considered as the basis of grievances, the 
worker who has a complaint that does not fit into the scope 
of the contract can do only one of two things. First, he 
can forgot about the complaint and absorb it into his sys- 
tem, or secondly, he can disguise the symptoms of the com- 
plaint to meet the standards set forth in the contract. 
tor example, if the contract limited grievances to those 



Loc. cit. 
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matters that pertain only to wages, hours and working con- 
ditions (see example on page 16), how would an employee 
present a grievance that was based on favoritism? In this 
hypothetical case, Jones thought he was the one most de- 
serving of the promotion and believed that without doubt 
he would get the new Job. But on the day that promotion 
was announced. It was not he who was promoted but rather 
Smith who was assigned to the new job. Jones has a griev- 
ance, his attitude Is poor, the quality of his work de- 
clines, but in this case the contract does not give him 
grounds for true expression of his complaint. Mis only re- 
course is to ’’doctor the evidence." In all probability he 
will complain about the working conditions. Here again 
the grievance may not be justified according to the terms 
of the contract, but, nevertheless, the symptoms end results 
of the grievance are present and are plaguing management. 

From the results of the work don© at the Hawthorne 
Works of the Western Electric Company, Roethlisberger and 
Dickson were able to li^-^three types of complaints that 
the workers made, differentiating each aa to the content. 1 

The first type of complaint referred to tangible ob- 
jects in terms that could be defined by the workers or 
engineers and were capable of being tested by physical 

Fj 

B. J. Roethlisberger and W. J. Dickson, Manage - 
ment and the Worker, Cambridge: Harvard University Fress. 
19^, p p. “55$ -2697" 
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processes. An example of this type of complaint is usually 
stated as follows: ’’the machine is out of order; the tool 

is too dull”; and* other similar statements. This type of 
complaint is objective and is capable of being compared to 
some standard or norm. 

The^iuscond. type of complaint was not objective, but 
depended partly on the sensory experience based primarily 
on attendant reaction. A statement such as ”it is too hot 
in here,” or ’’this job is too hard” include terms that are 
biologically and socially determined. These complaints 
cannot be understood unless the background of the individual 
making the complaint Is known. Seldom could this type of 
complaint bo verified objectively. For example, a tempera- 
ture of 65 degrees fsrenheit may be comfortable to some 
people, but it may be too cold for the comfort of another, 

Doethlisberger and Dickson’s third type of complaint 
discovered involved the hopes and fears of the workers. 

In order to agree on this type of complaint, it in necessary 
to restate the complaint in such a way that the terms used 
to describe the judgments will be acceptable to all. ’’The 
supervisor is a bully,” ’’seniority doesn't count around 
here” formed the category of complaint that was most reveal- 
ing to the investigators, because it showed not only the 
importance of determining what the workers felt but also 
the reasons for these feelings. In order to remedy the 
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conditions that caused such complaints, the investigators 
had to find out what the "latent content" of the complaint 
was. For instance, the statement "the supervisor is a bully" 
was made by an employee because the supervisor failed to 
say "good morning" to the help. Further questioning, how- 
ever, revealed that the worker's dissatisfaction was based 
on hie attitude toward everyone in authority rather than in 
the behavior of the supervisor about whom he complained. 

Of the three types of complaints mentioned, the last 
category is the most difficult to evaluate. The difficulty 
in evaluation cornea from the fact that unfortunately there 
is a mingling of fact and sentiment. Unluckily, this third 
type of complaint, (that with the hidden or "latent content") 
is the most prevalent. Skill is required to get at the bot- 
tom of the trouble. Interviewing is a technique used to get 
at the base of the„hidden complaint to see what, if any, 
ground for complaint exists. 

A grievance is always a grievance, and as Smith states, 

a grievance can never be completely smothered unless the 

18 

true cause can be adjusted or eliminated. " The saying 

"an ounc e of pr evention la worth a poun d o f cure" was never 

more appropriate. Again, it is easier to put out the fire 

when it is a small blaze rather than wal t until it gets to 

be a "four alarm" affair. In the earlier stages It is 

IB 

5* mi th, o^# c^t^a , pp . 95 ** ^ d2 . 
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probably correctly stated that most fires could be put out 
with a cup full of water applied in the right place. The 
analogy could be carried further, comparing the early de- 
tection of the symptoms of grievances and there correction 
with that of the earlj_jdetactiQn_of mechanical troubles in 
a delicately balanced mechanism. Once the troubles are de- 
tected, they should be remedied, otherwise the trouble will 
spread throughout the entire mechanism. The parts in the 
mechanism are ao interdependent that each depends on the 
operation of the other. In other words, each component part 
contributes to the overall effectiveness of the apparatus 
enabling it to function properly. Should one part develop 
a trouble, the trouble will spread to other parts, and soon 
the machine will not work. A suppressed grievance acts in 
the same manner. k * If the original complaint is recognised 
and treated, then in all probability, the grievance Is 
cured. However, if the symptoms are not spotted or if they 
are not given legal status, then the grievance will be ex- 
pressed in some other manner. The trouble will spread, 
and soon there will be a teal -function, which might very 
easily result in a strike. 

T9 

Selekman, op . clt . For an example of a case study 
of a suppressed grievance see pages 86-87 In Selekman* s 
book. Labor Relations and Human Relations . 
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importance to Management 



The importance of grievances to management can never 
be underestimated, Grieva nces give an indication as to the 
overall health of the organisation. An analysis of griev- 
ances can provide both the supervisor and tha company with 
valuable information on which to base corrective action so 
that labor relations can be improved. An aggrieved employee 
is an expensive luxury, one which m03t companies cannot and 
should not afford. In many respects, the grievance la just 
as important to management as it is to the worker. Griev- 
ance procedures can bring to management's attention condi- 
tions of which they are not aware. 

The manner in which management handles the grievance 
has a very great effect on the morale of the company em- 
ployees. barker C. Williams, who is director of industrial 

relations for the White Kotor Company, has this to say about 

20 

the company's conduct of grievance procedures: 

To a reasonable employee, a grievance is a 
most important matter, and the way it is 
handled often impresses the employee for 
good or bad - something long, remembered and 
can often spell the difference between devel- 
oping a cooperative employee and one who is 
disgruntled and becomes a source of trouble. 

The White Kotor Company believes that prompt and consider- 
ate handling of grievances will maintain worker loyalty and 

Parker C. Williams, "Ways to Handle and Prevent 
Grievances", Factory Management and Maintenance , December, 
19^7# PP. 25 I 4 . ff. 
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will prevent the employees from taking their grievances to 
union meetings for sympathy and understanding. 

^snagemcnt becomes financially involved in grievances 
when they are not handled properly. Human relations in the 
industrial situation becomes a very vital problem, and the 
human machine is a very delicate one which requires con- 
stant attention and adjustment if it is to function proper- 
ly. If the workers have grievances, that are not settled and 
remain sore spots, then production will be affected end man- 
agement becomes vitally concerned. Some of the results of 
poor handling of grievances are listed as follows; (1) low 
productivity by the work force, (2) high absenteeism, (3) 
poor care and maintenance of equipment, ( ip } high labor turn- 
over, ( 5 ) lack of respect for the supervisors, and, (6) low 

21 

overall morale. 

The expression of grievances can and does serve man- 
agement, if the symptoms are recognized and are handled 
properly. The voicing of a grievance ferinrs to the atten- 
tion of management an area of weakness which needs attention. 
Corrective action can be taken in order to eliminate the 
source of irritation. This is highly desirable in that it 

results in constant improvement of labor relations and 

P2 

factory conditions. One of the reasons for placing men 
Bi. 

Smith, op . cit. , pp. 95-102. 

P.2 

Harold B. Maynard, Effective Foremans hip , ICew York: 
McGraw-Hill book Company, 19l|l, p. 5^* 
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in foremanahip positions, according to Gardiner, is to have 
a representative of management nearby so that the work force 
can come to hira with their questions, complaints, and Infor- 
mation. By doing this, the company has its "finger on the 
pulse” so to speak, and is able to change existing conditions 
or explain policies so that misunderstandings can be cleared 
up. 

Further studies of grie vances can provide management 

with additional information. If, for example, complaints 

are coming from all over the company, then Pigors and Myers 

aay that the fault is probably in some area of major policy. 

However, if the complaints are limited to only a few areas, 

then the situation indicated that either work conditions or 

25 

supervision needs attention. v Management should always 
realize that the handling of grie vances is an expensive 
and time-consuming proposition, and that supervisors can 
do much to eliminate unecesaary expense involved in griev- 
ance handling by early recognition of symptoms and their 
treatment so as to prevent their becoming forralized com- 
plaints. The supervisor is management's closest represen- 
tative to the work situation, and being in this position he 
is best able to take corrective action to alleviate the 
troubled spots. 

25 

rigors and Myers, op . clt . , p. 109* 
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It must be remembered that labor relations are human 
relations, and, as such, will be dynamic. Never mill the 
situation become static. It does not appear that there will 
ever be an end to grievances. Because cf the human element, 
and the pressures that it is capable of exerting, the re- 
lationship* will always remain fluid and will be continuously 
changing. The number of grievances may be influenced by any 
number of factors whic h will keep the relationship in & dy- 
namic setting, Some of the ^contributing factors^ are; ( 1 ) 
the militancy of the union, ( 2 ) the number of recent changes 
in the wording of the agreement, ( 5 ) the rate of technologi- 
cal change, (i*) the type of seniority clause, (5) the exiet- 

2k 

ence of piece rate or incentive system. Grievances may 
be pressed that cannot be justified. In times of full em- 
ployment, such as during the years of World War II, labor 
unions may encourage their members to press grievances 
primarily to make management aware that they still exist. 

Even thin type of grievance cannot be overloikca, and these 
situations must be handled just as tactfully aa if the 
grievance actually existed. 

Tho supervisor Is m anagemen t * a closest representative 
t o the work force . 3 y the nearness of his association 
with the workers, he is able to see changes In their be- 
haviorj^qn^detect-atbibudea- that might be indicative of 
27 Lester, op. clt ., p. 265. 

OC 1 11 

‘*2 Gardiner, o£. clt . , p. ko. 
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the workers dissatisfaction with the existing conditions. 

[Tr the supervisor can be trained to spot these symptoms , and 
then to find out what ere the basic causes of the difficul- 
ties, he can help management considerably by making changes 

that would alter conditions that are causing complaints. J 

These changes, if made promptly and accurately, would help 
to eliminate much of the formalized grievance procedure 
and ita attendant high cost to management. *4ore than ju3t 
a reduction in cost of the grievance procedures would be 
accomplished, for efficiency would be raised and production 
would also be increased. 

Importance to the Na vy 

The naval situation is similar to the industrial 
situation, j The confined quarters aboard ship, and the con- 
stant twenty four hour per day association with none but 
shipmates increases the likelihood of grievances arising. 

The naval situation is particularly difficult because nor- 
mally the enlisted nan has no one outside the Navy with 
whom to discuss his problems. He lacks the chance to talk 
to outsiders and to get their points of view. You can 
realize the difficulty of the situation when you stop to 
think that during World War II it was not at nil unusual 
for ships to get under way and stay at sea for as long as 
sixty days without making port. Duriv g the period at sea. 
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the sailor lives, cats, and sleeps with the crew of the 
ship. Seldom is he provided with the opportunity to unload 
his troubles, and, hence loses the chance to unburden him- 
self to a sympathetic listener. 

Morale is of prime importance in the naval situation. 
High morale in the naval situation ia expressed in the 
sane manner as it ia in the industrial situation. The crew 
is efficient, and it ie happy. This is the situation that 
the commanding officer strives for, a condition that is hard 
to build, and after ha ving been built, needs constant 
attention so that structure will not topple. It has often 
been said that the building up of morale is a long and time 
consuming process. It has been also said that the reverse 
process, the tearing down of morale, ia a much more rapid 
process . 

As in the industrial situation, an aggrieved sailor 
is an expensive luxury. The sane symptoms will be In the 
military situation as in the industrial situation. The 
evidences of grievances and their poor handling are such 
things cs the following: 

1. low productivity by the crow 

2. poor care and maintenance of equipment 

J. low overall morale 

i;. failure of people to rc-enlict in the service 
loss of respect for their superiors. 
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The evidence of grievancea is of great importance in 
the naval situation. It is an Indication that corrective 
action is necessary. The grievance brings to the attention 
of those in command, whether it be the division officer or 
the commanding officer, that there are weakensses in the 
organization that need correction. Corrective sction can 
be taken by those responsible in order to eliminate the 
source of the complaint. The situation in which the com- 
mand is able to take corrective action based on evidences 
or expressions of complaints is highly desirable in that it 
constantly strengthens the relationships between the offi- 
cers and the crew, and it also helps greatly in building 
and maintaining high morale. _J 

The Navy, too, becomes financially involved in griev- 
ances that are not handled properly. There is no doubt 
that improper handling of grievances has caused more than 
one sailor to fail to re-enlist. During his enlistment, 
the sailor has been trained to perform a task in the most 
efficient manner possible. The training can either be 
accomplished by on the job methods or by sending him to 
school. Schooling and training are both expensive and 
should not be wasted. This means hat whenever a man fails 
to re-enlist, the Navy has not only lost a good worker, 
but it has lost the expense of training the individual and 
in addition must train another individual to take his place. 
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Ac caa be seen, grievances and complaints become an 
indication of the overall health of the organisation. JThe 
military commander has always this to remember - his mission 
is to defend the t'nited ttatea froa oil aggressors - and 
if there are situations in his command that prevent the 
crew from operating at peal: performance, then those situa- 
tions will nave to be remedied in order that he may fulfill 
hio mission to the be3t of his ability. 

The enlisted man is afforded a chance to present his 
complaints to hie commanding officer. Cuch procedure is 
formal and is similar to the industrial procedure. The 
procedure is time consuming and expensive. Again, in the 
naval situation, speed in handling the grievance is import- 
ant. Tho purpose of this study is to investigate the 
poscibility of teaching division officers interviewing 
techniques so that they can get at the facts in the case 
and take corrective action if it is within thesir authority. 
The division officer, like the supervisor, is closest to 
the men and can tell when the attitudes and o, otions of his 
men indicate that corrective action is indicated. In this 
area the division officer can be of gru&t assistance to his 
commanding officer. He is on the spot and can take correct- 
ive action before the grievance builds up to the point 
where it io damaging to tho morale of the cre.»/. There are 
two courses of action open to the division officer: first. 
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he can take corrective action if it is within his author- 
ity, and second, if it is without hie authority, he can 
advise his superiors who can take the necessary corrective 
action. 

As can be seen, grievances and complaints are of great 
importance in the naval situation. They affect combat 
efficiency, and in so doing, become of vital concern to all 
hands , 
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CHAPTER III 



PRESENT STATUS OF GRIEVANCE PROCEDURES IN THE 

NAVY AND IK INDUSTRY 



I ntroduction 

There are numerous kinds of grievance machinery in 
operation in industry at the present time. In the union- 
ised industry alone, Lester estimates that there are over 
100,000 labor management contracts signed each year.^ Lapp, 
however, is more conservative in estimating that in the 
year 19^5 there were labor-management contracts 

which contained some kind of provision for grievance hand- 
ling.^ 

In addition to the a’roye, which pertain only to 
unionised industry, there are also many procedures present 
In non-unionized companies. The conditions here instead of 
being spelled out in contracts are contained in company 
manuals of personnel principles and policies.^ 

The Navy situation is similar to the non-unionized 
procedure in that the grievance procedures become a matter 

^ Richard A. Lester, Labor and Industrial Relations, 
New YorkjThe Mocflillan Company, 19111, p. Ibl. 

2 

John A. Lapp, How To Handle Labor Grievances, 

Deep River: National Foremans Institute Inc., 19^5* P* 

3 

’‘Grievance Procedures in Non-unionized Industries,” 
National Industrial Conference t oard Inc ., Report Ho. 109# 
pp. 0-9. 
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of personnel policy within the command. Although not 
spelled out in detail, the regulations for the Havy do 
establish the right of the individual to express a griev- 
ance, but leave the administrative procedure* to the dis- 
cretion of the local commander. 

Although the procedures are many in number, they 
all have a common goal - that goal being to give the employee 
a channel of communication for the expression of complaints 
to management. The grievance procedures do, however, differ 
in some respects. The two major points of difference are 
these} firet, the procedures will differ in the number of 
steps outlined; and, secondly, the machiaery will differ 
in the details Involved in the steps. These differences 
are only to be expected because the size of the company will 
have a great deal to do with organization of the grievance 
procedures. 

The study will be concerned mostly with the details 
of the first step in the grievance procedures, because it 
is here that the super viaor and division officer play such 
an important part. A typical five step grievance procedure 
will, however, be presented so that the reader will nave a 
picture of the overall process. 

Grievance procedures for the Navy, unionized, and 
non-unionized industry will be presented. In each of the 
cases, the formal aspects of the grievance procedures will 
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only be discussed, and they will be discussed only es they 
apply to the operative employee. Mo attempt will be made 
to discuss grievance procedures ns they apply to "white 
collar" workers, or aS they apply to management when it hoa 
a grievance against the work force. 

General background 

4 

In the writings of Lapp, there are indications that 
formal grievance procedures date back to 1092. In the year 
1692, the Chicago Publishers Association and the Typograph- 
ical Union signed an agreement which contained the follow- 
ing phrase "that all disputes arising out of the interpreta- 
tion of the contract should be settled by conciliation and 
arbitration." The Chicago agreement of 1892 was followed 
on a national scale when in 1901 the International Typo- 
graphical Union and the American Newspaper Publishers Assoc- 
iation signed a contract that provided for a nationwide 
plan for the settlement of disputes, because of the hard 
coal strike in 1902, the Anthracite Strike Commission 
ordered the coal industry to establish "satisfactory meth- 
ods for the adjustment of grievances that may arise from 
time to time to the end that strikes and lockouts may be 

unnecessary." The flint glass industry followed in 1903 

- 

Lapp, op . clt . , pp. 9-22. 
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when they established a process which provided for the 
following steps In an attempt to settle grievances: 

1. The employee and his foreman 

2. The union business committee and the 
department head 

5 . The business committee and the plant 
superintendent 

J|. The local union committee, the plant 
superintendent, and his superior 

5 . The national president of the union 
or hia representative, and the proper 
officials of the company 

6. The national joint conference whose 
decision is final and binding 

Following the Flint Glass Industry, the next, and probably 

the most significant step in the development of grievance 

procedures, was that contained in the agreement between 

the Hart, Schaffner, and Marx Company and the clothing 

workers in Chicago. The organization of this plan, which 

is one of the best, deserves detailed explanation. 

In 19T0» the workers in the clothing industry walked 
out of the shops in which they worked. An investigation 
into the cause of the strike revealed that it was not one 
single grievance that caused the walkout, but it was the 
accumulation of a mass of grievances which had not been 
settled. As a result of this, the Hart, Shaffner, and <*arx 
Company and the clothing workers signed a contract in 1911 
which contained a democratic method for settling grievances. 
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The company set up a labor complaints department and two 
boards, the trade board and the arbitration board, which 
were to handle the grievances of the workers. The plan 
has worked so well that the boards are still In existence. 

The steel Industry was slower in establishing its 
grievance machinery. It was not until the widespread 
strike of 1919 that the steel industry became aware of the 
importance of grievances. In that strike, as in the case 
of the clothing workers strike of 1910 , the cause was an 
accumulation of unsettled, suppressed grievances. The les- 
son was learned, and grievance machinery was established in 
that industry. 

During the 1920’s, management began to sense that 
the major cause for their workers unrest wan their own 
failure to provide the workers with channels which could 
be used to express their complaints to higher officials. 

To accomplish their objectives, management set up employee 
representation plans to handle grievances. Although this 
type of plan did handle the grievance more quickly, snd it 
helped to reduce the arbitrary powers of the supervisor, 
the workers did not have the unions ba c k of them and con- 
sequently did not want to jeopardize their positions by 
using the system. 

The discussion has so far carried the history of 
grievance procedure through the 1920's. The following 
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discussion will cover the later developments of grievance 

procedures and their current application in the Navy, 

unionized, and non-unionized industry. 

The presentation of grievances In industry has become 

fairly standardized. In unionized industry, the process can 

5 

involve from one to seven steps. On the other hand, non- 

6 

unionized procedures vary from two to six steps. The size 
of the organization appears to be the criterion for deter- 
mining the number of steps involved. Small companies will 
usually set up grievance procedures that will contain only 
two or three step3, while large firms will have contracts 
or personnel policies that will stipulate six or seven steps 
to be followed. Other factors which contribute to the 
number of steps contained in the procedures are listed as 
follows: (1) the size and organization of the bargaining 

unit, (2) the number of managerial levels, and (5) union 
and management policies of delegating authority to their 
representatives J 

^ "Grievance and Arbitration Precisions," U. S . 
Department of Labor, Bureau of Labor Statistics, Bulletin 
No. 900-16, U. S. Government Printing Office, 1950* PP« 
22 - 26 . 

National Industrial Conference Board, Inc., 
op . clt. , p. 8. 

^ U. S. Department of L^bor, op . clt . , p. 22. 
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(1) The grievance is heard by the foreman 
or department head and the shop steward, 
together with the employee or employees 
involved. 

(2) If not settled In step (1), the grievance 
ia considered by the union steward, the 
chairman of the grievance committee, and 
the personnel manager or other management 
representative selected by him. 

(5) If not settled in step (2), the crio vance 
is considered by the entire grievance 
committee and the plant manager. 

(I4.) If not settled in step (5)* the grievance 
ia considered by the plant manager and 
a designated representative of top man- 
agement (usually someone from the company's 
industrial relatione staff), together 
with an international representative of 
the union and the grievance committee. 

(5) If not settled In step (if), the grievance 
is referred to an impartial arbitrator 
selected by the designated representatives 
of management and the union (or, as 
alternative, the final step way be referring 
the grievance to a board of conciliation 
or meditation, with one or more representa- 
tives of management and the union and a ,, 
neutral member selected by both parties.)^ 

The foregoing will give an idea of the steps and procedures 

involved in the presentation and handling of grievances. 

The discussion that follows will not consider all the steps 

involved in the grievance process, but will be United to 

a consideration of the first step in the chain of events. 

The discussion will consider primarily the role that the 



Russel L. Green^an and Elizabeth h. Greenman, 

Getting Along Wi th Unions , New York: Harper & brothers, 19^7* 
p. l05. 
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supervisor has to play in the first step in the handling 
of grievances. 

Current Procedures 

Non-Unionized Company Procedures . First of all, in 
non-unionized industry as in unionized industry, there are 
differences in the scope of the meaning of the word griev- 
ance. Some firms place no limitation whatsoever as to what 
is to be considered as a grievance, while other companies 
will limit grievances and complaints to misunderstandings 
about interpretation of printed manuals of company person- 
nel policies. To clarify the above, the following state- 
ments are quoted from a report made by the National Indus- 
trial Conference Board . 9 The first instance is one in which 
there is no limitation set as to what is to be considered 
as a grievance. 

A grievance procedure has been established 
so that any employee who feels that he has 
not been justly treated can bring his 
complaint or problem to the attention of 
management without fear of reprisal. 

The second instance is one that is quoted from the personnel 
policies that have been established by a New England manu- 
facturing company. In this case, the employer has limited 
grievance procedures to those areas that involve misinter- 
pretation or misapplication of the established policies. 

9 

National Industrial Conference Board Inc., op. cit. , 

pp. 6-7. 
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The limits that are Involved are explained in a Handbook 

that contains the company policy. 

The handbook you are now reading contains 
the general personnel policies of the company 
and any matters referred to in it are not 
considered subjects for grievances except 
on application or interpretation of these 
policies. If an employee believes he has 
a grievance which Is actually covered by 
these policies or other company policies, 
the policies will be explained and neces- 
sarily must stand. 

Although this book contains all general 
personnel policies of the company* there 
are other policies and functions of manage- 
ment not included which relate to the 
conduct of the company's business. These 
include regular and customary decisions 
management makes at its discretion in order 
to carry out successfully its job, and 
these are not subject to grievance 
procedure . 

Aa can be seen by the two above examples, there can be con- 
siderable variation as to what will be considered by man- 
agement as grievance material. 

The following discussion will pertain to the pro- 
cedures that were outlined by scxne fifty-seven companies in 
non-unionized industry that were studied by the Rational 
Industrial Conference Hoard. The companies each may have 
different write-ups for their grievance procedures, but this 
study Is concerned primarily with the first step and the 
role that the supervisor plays In that stop. 

Of the fifty-seven non-unionized companies studied 
by the Board, forty-nine of the companies had policies 
whereby the aggrieved employee first presented his complaint 
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to his immediate supervisor. The other companies were 
divided as follows: two companies had their employees 

report their complaints directly to their department heads, 
another two companies had their workers report their griev- 
ances to employee representatives who discussed the merits 
of the grievance with the employee, and another two compan- 
ies had the aggrieved laborer report his complaint directly 
to the plant superintendent. In the remaining two companies, 
the grievance was reported to the factory manager in one In- 
stance, and, in the second instance, it was reported to a 
junior executive. In the majority of the cases, the super- 
visor was the first management representative to whom the 
aggrieved employee presents his complaint. There are var- 
ious reasons for this scheme. First of all, if the super- 
visor were to be by-passed, there would be considerable 
loss of prestige in the supervisor force. In the second 
place, it is desirable to have the supervisor handle the 
diasatiafactions first because the nature of most of the 
grievances is such that he can settle the majority of them 
with a minimum loss of time. There are exceptions to the 
"foreman first" rule, and some of the companies waive this 
rule under special circumstances . An example of the special 
circumstance would be when the worker believes the foreman 
to be personally prejudiced in the complaint. The following 
IS 

Ibid ., pp. tj-9. 
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are examples of the grievance Instructions published by 
various companies. In the first case, the worker is 
advised to go directly to his supervisor to discuss the 
complaint. 

First go to your foreman or supervisor 
and discuss the matter with him.... 

The second set of instructions explains to the worker that 

It Is the supervisor's responsibility to aid in settling 

grievance matters. 

If things occur In the plant which trouble 
you go to your foreman first. It is part 
of his job - to help you in such matters.... 

The last example is one in which the laborer Is permitted 

to by-paea the supervisor. 

If you have a grievance, you should take 
it up with your supervisor, but if a case 
arises where you cannot take It up with 
your supervisor, you may go to the person- 
nel department representative. 

Of the forty-nine companies which had provisions for pre- 
sentation of the grievance first to the foreman, four of 
the companies gave the aggrieved employee the option of 
taking his complaint first to a member of tne employee coun- 
cil or labor-management committee. The committee member 

counseled the aggrieved worker and. If requested, presented 

12 

the complaint to the foreman for him. 

n — ' — 

Ibid . , p . 9 . 

12 



Ibid., p. 10 
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In forty-seven of the fifty-seven companies studied, 
a worker could have a fellow employee present his grievance 
for him. This was done because some of the workers thought 
that a more articulate representative would be better qual- 
ified to present the complaint and would be more likely 
to get a favorable settlement.^-* 

As can be seen, the foreman or supervisor play a 
very important part in the handling of grievances in non- 
unionised industry. In eighty-six per cent of the companies 
studied, the foreman was the first management representative 
to receive the grievance. In fact, the foreman was such an 
important person that the cooperating companies in the sur- 
vey presented the following suggestions in order to help 
the foreman in his job of grievance handling. 

1. Be available to the aggrieved as soon 
as possible. 

2. Provide a confidential setting for the 
discussion. 

3. Let the worker speak first. Don’t inter- 
rupt or ’explode'. 

I*. Get the whole story. Assemble all the 

facts. 

3 . Don’t make snap decisions or promises 
that can’t be kept. If an immediate 
answer is impossible, tell the employee 
when an answer will be given. Stick to 
this deadline. 
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6. Weigh alternative solutions. Analyse each 
in terms of company policy and employee 
morale. Select the best alternative. If 
necessary, consult with superiors, using 
proper channels. 

7. Inform the employee of your answer. Acknow- 
ledge the facts that support his case. Supply 
the facts about which he is ignorant or lacks 
understanding. 

8. End the interview on a pleasant note. If ho 
Is still dissatisfied, inform him of his 
right to appeal higher. 

9. Check up on the employee’s progress and 
morale after the case has been closed. 

10 . Carry out. any prorniaes involved in th© 
solution. 

The foregoing list explains fully the importance of the 
supervisor in the handling of grievance cases. In this in- 
stance, the supervisor uses the interview method to get 
the facts of the case so that he can take appropriate 
action in solving the problem. 

Unionised Company Procedures . As in the non-union- 
ized industry, there are several forms which can be used by 
the aggrieved worker to present his grievance to his fore- 
man. 



There are differences in opinion as to whether or 
not the employee should be permi tted to present his griev- 
ance personally on the first step of the proceedings. The 
union would like to participate in tho grievance machinery 

IE — 

Ibid . , p. 11. 






, . «» *• • *» . 

•r\o !«#•• Lns %oii 6 *} (tpq«oo !• wi*# *1 
. • i >.."•*,> i . io-i 411 #»►!>• .• f rw* 

.. 31 * • I •• 

. • X *• • - . t «% *t<* 

-r*. «i ‘ | * • • , - ' • • 

^ i r» r 'j t . **** Ala J • •-• iJ-»' 

• *«.. .. .. . i; »/ «J <*!«•# M «1 « 4 J 

, ; • .. <At 

H • >■- »«i' 4 Urt f -'ll 

• • j ^ r . • •*.',■• ' 1 > •- II 1 

.t:» ft-. :«■--• • . ! • 

lo. 1 ' t r*n • i v* *•<* d 

. .».<»«- n*o. « c-» **•« ^ 1 V*/Il » S •'I'” 

« • • * •* *•»> * ■/ 1 

...» *C •arj:to*i* f * • vf • -i» tl * ' ' * » r 

•»,-•* ( il 4 *oi ' •« ••' ‘ ' ’ • •'■'• ** “* ■’ * 

#«qt tl *'!*' • 

9i * |i’|*rs«4 • ••! no *. * '>.* «*•* * * • .4'. Jdi 

.Mi -■» •.»*>« in 4 ■ ft 1 ’ ' 

r 'i •• • • T± • £?© •£. ' 

, >; t> *aV ' .<*'•' t.'. — ‘ , t t • * r 

9 111 4. mmMI.'M •# 

.OM 

43 4 * O' • ■ * 9U‘**" +Y. ft *•• * * • 1 

|<W , •« *4 4 *V» •** * • J,, « 

--vt «'v '. ? *• t ■ ' • •.-:*• **«* •?«» 

r J 41 fiMiltn**. •'* ••” 9^-yn m»iM» 

21 



, L . . , . ; - 



51 



In all the step* In order to Insure uniform enforcement 
and equitable administration of the contract. This, how- 
ever, Is not the only reason for the union’s desire to 
participate In the first step of the grievance procedure. 
Thoy state the following as some of the reasons for the 
union steward to be involved in the first step: (1) he is 

best qualified to represent the worker and will get the 
best settlement, and, (2) the union should have the oppor- 
tunity to screen all complaints so that they could screen 
out unjustified complaints thereby saving valuable ' 

In addition to the above rea 8 ons for the union’s desire to 
participate, Pfiffner lists the following: after aggressive 

and militant unionism has won a long and hard fought 
battle with an industry not previously unionized, the re- 
lationships between the company and the union will remain 
militant and filled with distrust for many years, and in 
these circuras tances the union will do everything in its 
power to cement Its relations with the employees. The union 
will want to be present at all grievances procedures so 
that they can prevent any attempt by management to drive 
a wedge between the workers and the union. ^ The union Is 
15 

U. S. Department of Labor, o£. clt . , p. 12. 

^ John M. Pfiffner, The Supervision of Personnel 
New York: Prentice -Ha 11 Inc., p. ^7S 
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ever fearful of management attempting to gain the workers 

loyalty at the expense of loyalty to the union. 

The order of presentation of the grievance differs 

in union contracts. In moat all the cases, the supervisor 

is involved in the first step, and, as in non-unionized 

Industry, becomes a very important member in the processing 

of grievances . The examples below will give the reader an 

idea of how grievances are presented in unionized Industry 

and of the important part that the supervisor plays in the 

handling of grievances. 

Section I. Any employee, or group of em- 
ployees having a grievance shall first 
present it to a committeeman who shall 
immediately present it to a department 
foreman In the presence of the aggrieved 
employee or group of employees; collect- 
ively they shall make eve ry reasonable 
effort to effect a settlement satisfactory 
to the aggrieved employee or group of 
employees . . . .*7 

The following is the manner in which the first step was set 
up in a contract involving the Linderme Tube Company of 
Euclid, Ohio. 

2 . First Step. This is the Informal stage 
and a grievance may be handled by an employee 
and his foreman or through a member of the 
union shop committee and the foreman of the 
department involved. . . 

r H 

Agreement between the Houghton Electric Company 
and United Automobile Workers AF of L Toledo, Ohio, .ay 

12, 1950. 

16 

Agreement between Linderme Tube Company and 
Federal Labor Union AF of L, Euclid, Ohio, Jan. ll*, I9I4.7. 
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The following contract permit# th# foreman and the aggrieved 

party to attempt to settle the grievance in an informal way 

before resorting to the formalized steps. 

Step 1 . An employee (or group of employees) 
who has not boen able to adjust an alleged 
grievance in an informal way, shall present 
such alleged grievance In written form to 
his foreman and discuss It In the presence 
of the appropriate Grievance Committeeman, 
if the employee involved so elects .... *9 

The contract with the Mar tln-Parry Company sets up the 

grievance machinery In the following manner. 

Section 1 . An employee having a grievance 
shall first present it to the department 
steward. If the department steward believes 
the employee to have a real grievance, same 
shall be reduced to writing in triplicate 
form and presented to the foreman of the 
department. The foreman, the employee, and 
the steward shall make every reasonable 
effort to effect a settlement, satisfactory 
to the aggrieved employee.... 4 ^ 

The P. II. Lawson Company gives the foreman the first chance 

to attempt to settle the grievance. 

2 ” • Should any employee believe he or she 
has been unjustly dealt with, or that any 
provision of this agreement has been violated, 
the case should be taken to the foreman, 
superintendent, and next higher officer of 
the company, each in his respective order, 
by the shop committee. 21 

Agreement between The Armco Steel Corp., Ashland 
fivlslon, and The United Steel Workers of America, 19I4.B . 

20 

Agreement between the Max* tin** Parry Corporation, 
Toledo, Ohio and The United Automobile, Aircraft and 
Agricultural Implement Forkers of America, June 1 , I9L8. 

21 

Agreement between The F. H. Lawson Company and 
The International Assoc, of Machinists, Polishers, and 
buffers, for I95O-I95I. 
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The union agreement between the Timken Roller Bearing Comp- 
any and the United Steel Workers of America discussed the 
handling or grievances in the following manner. 

Any employee who has a complaint may discuss 
the alleged complaint with his Immediate 
supervisor in an attempt to adjust it. Any 
such complaint not so adjusted shall consti- 
tute a grievance within the manning of this 
article ’Adjustment of Grievances l '" rt - 

As can be seen, the procedures to be followed in the union 
contracts are numerous, and in each of the cases mentioned, 
the foreman is involved in the first step. In a study 
recently completed by the U. S. Department of Labor, 1 " num- 
erous procedure® for the presentation of grievances were 
depicted, but, in no case did the procedures outlined for 
the first step by-pass the supervisor. It is fair to 
assume that the supervisor is involved in the first step 
in almost all systems devised for the handling of griev- 
ances. 



A study of the union contracts on file with the 
Bureau of Business Research, The Ohio State University, 
Columbus, Ghio, revealed that in 2 08 union contracts out 
of the available 395# the aggrieved employee and the foreman 
were the two people involved in the first step. Although 
this 52$ in unionized industry is not so high as the 
25 

Agreement between The Timken Roller Bearing 
Company and The United Steel Workers of America, 1914 . 7 # 

P 

U. S. Department of Labor, op . clt ., pp. 15-15. 
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for non-unionized inuustry, the percentage is still im- 
pressive. The figure becomes very impressive when one stops 
to think that it becomes possible to process grievances 55 ^ 
of the time without union representatives being Involved 
in the process. 

The above presentation will give the reader an idea 
of the grievance proceedings as they are carried out in the 
first step in unionized industry. As in non-unionized in- 
dustry, the supervisor for unionized industrial firms becomes 
a very iiaportant managerial representative in the handling 
of grievances. 

Naval Grievance Procedures 

The grievance procedures for the military are most 
like those of the small Industrial concern. As mentioned 
before, the grievance procedures are established by each 
commanding officer for the organization that he commands. 

The authority for the establishment is contained in the 
following article contained in the Navy Regulations.^' 

0709 The Commanding Officer 

1 . Use all proper means to promote 
the morale, and to preserve the morale 
and spiritual well being of the personnel 
under his command.... 

.... Afford an opportunity, with 
reasonable restrictions as to time and 



United States Wa vy Regulations 19 ^ 3 , Washington: 
United States Government Printing' Office, Article 0709. 
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place, for the personnel of hia command to 
make requests, reports, or statements to him, 
and shall insure that they understand the 
procedures for making such requests, reports, 
and statements. 

The procedure to follow out the above requirements is gen- 
erally left to the commanding officer'* discretion. The 
standard procedure is for the commanding officer to estab- 
lish a request mast. This means that the personnel of 
the command are made aware that any complaints, grievances, 
or requests that they have can be made known to the command- 
ing officer by the following process. fX form is made avail- 
able to the Individual desiring the request mast. On the 
form the sailor states the nature of his complaint or re- 
quest and presents it to his division office for signature. 

The division officer looks at the complaint, talks to the 
man, and returns the signed form to the sailor. The man 
next presents the form to the Administrative Officer, who, 
in turn presents it to the Executive Officer. The Executive 
Office advises the Commanding Officer of the sailors request 
mast form and makes an appointment for the sailor to see the 
commanding officer where the nature of the reason for the 
request can be aired^ 

The annual Inspection by the Navy Inspector General / 
affords another opportunity for the men of the command to 
present grievances. During this inspection, a special 
office is established where all hands are permitted to 
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present their troubles and complaints without fear of re- 
prisal. The Identity of the person presenting the griev- 
ance is never revealed. The local commanders are advised 
of the grievances so that they can take appropriate action. 
The purpose of this type of method for expression of 
grievances is to give the individual with the suppressed 
grievance a chance to air the complaint. In as ouch as his 
identity remains concealed, he has no fear of reprisal. 

Importance of the First Step In Grievance Procedures 

The very first step in the grievance procedure is 
usually a very informal one in which the employee presents 
his complaint to his immediate supervisor. The complaint 
is presented informally and an oral discussion follows. In 
many cases, the supervisor who is approachable and who 
listens sympathetically to the complaint can settle most 
grievances on the spot. La pp estimates t h at n ine-tenths 
are set tled directly by the foreman if he has the power to 
effect the se ttlement.^5 Greene also indicates that ’’about 
ninety per cent of all grievances that are brought to the 
attention of the foreran are settled in this first stage. 

In his discussion of the fix's t step in grievance procedures, 
Lapp 2(? points out that the first presentation of the griev- 

Lapp, ££. cit. , p. 91 

J? Greene, 0 £. cit., p. 99 . 

7 Lapp, op. cit . . pp. 90-91 • 
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ance is usually oral, but it can be written. If the settle- 
ment is made by the supervisor, no further action is nec- 
essary, and no written record is made of the complaint. If, 
however, the dissatisfaction I® not settled by the super- 
visor, then. In the majority of the cases, the grievance 
for the first time is reduced to writing and is referred 
to the next step in the process. The employee with the 
complaint has the option In union contracts of either pre- 
senting the complaint alone or accompanied by the union 
steward, but as was previously pointed out the employee 
presents the grievance by himself in the majority of the 
cases. 



The importance of the supervisor in handling griev- 
ances in the first step has gained legal significance by 
the passage of the Labor-fdanagement Relations Act of 19^7 
which modified section 9^®) of the National Labor Relations 
Act to read as follows : 

Provided, That any individual employee or 
group of employees shall have the right at 
any time to present grievances to their em- 
ployer and to have such grievances adjusted, 
without the Intervention of the bargaining 
agent, as long as the adjustment is not in- 
consistent with the terms of the collective- 
bargaining contract or agreement then in effect: 
Provided further, that the bargaining represen- 
tative has been given opportunity to be present 
at such agreement .28 

23 

Act of June 2^, I 9 I 4 . 7 , Public Law 101, 80th 
Congress 1st Session. 
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This section has been interpre tated by management 

to mean that it should have the privilege of being present 

29 

at the discussion of grievances by employees. The result 
has been this. In most cases, an employee or a group of 
employees present a complaint directly to the supervisor 
with or without the union steward. The provisions of sec- 
tion 9(&)» however, still provide that the union be given 
the opportunity to be present, and that the action taken 
by the company be consistent with the terms of the contract. 

As was previously indicated, the supervisor and em- 
ployee were the only participants in the first step in the 
grievance procedure in 86/6 of the time in non-unionized 
industry. Eased on the information that it gathered, the 
National Industrial Conference board stated that in thirty- 
eight out of the fifty-seven companies cooperating, 
to 85/6 of the grievances were being settled In the first 
step of the grievance machinery. 

As has been indicated, the majority of grievances in 

industry are being settled in the first step. What are 

some of the principles being used to accomplish this end? 

How are supervisors being trained to handle this task? 

If the supervisor can settle grievances at the first level, 


7 Bulletin 90b-l6, U.S. Department of Labor, op . 
clt . . p. 16. 

30 

National Industrial Conference Board Inc., 
op . clt .. p. 18. 
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and thereby reduce cost of carrying the grie vance further 
In the process, certainly the methods used deserve some 
s t udy . 

Grievances are evidenced also in the Kavy. In the 
following chapter, a 3tudy will be made of the methods 
used by supervisors in aolving their grievances. It is 
hoped that the methods will have factors which can be 
applied in the naval situation. 
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CHAPTER IV 



INTERVIEWING AND ITS APPLICATIONS AND 
USE IN THE FIRST STEP IN GRIEVANCE PROCEDURES 



Background 

Before discussing interviewing methods and rules, 
it is appropriate to have a practical knowledge of some of 
the uses that industry has made of the Interviewing 
technique, and the importance of this device in dealing 
with grievance cases. 

One must realize that there are similar situations 
in both unionized and non-unionized industry, that create 
conditions favorable to the settlement of grievances at 
the first level of supervision. As Williams states,^ - 
’’friendliness and sincere interest in the welfare of an 
Individual is not yet barred in any collective agreement 
with which I am familiar." The foregoing statement will 
serve to indicate management's awareness of the human rela- 
tions problem involved in the industrial relations scene. 

It also serves to Indicate that management has become aware 

2 

of the dignity of the individual. Alex Bevelaa shows 

^ Porker C. Williams, "Ways to Handle Grievances," 
Factory Management and Maintenance , Dec. 19U?, P« 

Alex Bevelas, "Role Playing and Management Train- 
ing," Sociatry , June, 19i*7, P- lu3» 
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in his writings that the greatest source of management's 
trouble can be traced to poor handling of human relations 
problems that exist within the company. Management has be- 
come very much interested in this problem and has set about 
to solve it. Evidences of the advance that management has 
made is seen in the great number of grievances that are 
now settled in the first step of the grievance procedure. 

Management has realized that the supervisor is its 
closest representative to the work force, and, as such, the 
supervisor has been impressed with the importance of sotting 
grievances at the first level of supervision. The Personnel 
Journal for December, 19i+9» contained the following state- 
ment: 

It is your (supervisor) responsibility to 

close out at your level as many issues as 

you possibly can.- 

Gardiner, in his discussion of the grievance problem,^ 
likewise points out the importance of the role that the 
foreman plays in the settlement of complaints. He points 
out that the supervisor is the logical manarenent repre- 
sentative to handle grievance cases and cites as his reas- 
ons the following factors. 

3 

"Grievances and The New Supervisor," Personnel 
Journal, December 19U9» P« 2 ) 4 . 8 . 

^ Glenn Gardiner, How To Handle Grievances , New 
York: Elliott Service Company, 19ljv, p«~J* 
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. The supervisor is the worker's immediate 
boos and hence is in the beat position to 
Judge the validity of the complaint. 

2. The supervisor or foreman la in a position 
to take immediate action if the correction 
or solution lies within the scope of his 
authority. 

3. The supervisor should be given the first 
opportunity to settle the grievance before 
it is taken over his head. This gives the 
supervisorial Job more prestige. 

I 4 . The supervisor should take care of the 
problems of his workers because it will 
create a better feeling between the super- 
visor and the workers if he settles the 
problem, rather than letting someone higher 
up in the organisation effect the settlement. 

5 . The worker should have the privilege of 
appealing the supervisor's decision should 
he not be satisfied with the settlement. 

To summarize, management has become aware of the 
importance of the position of the foreman, and the contri- 
bution that he can make in the prompt settlement of griev- 
ances. The foreman is in a position to settle most of the 
complaints, or, if he is aware of the symptoms of grievances, 
take corrective action which can remove the source of the 
irritation. 



Current Industrial Practices 

If, as has been stated, industry has realized the 
importance of the role that the supervisor plays in griev- 
ance machinery, then what are some of the instructions that 
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have been given to foremen and supervisors concerning the 
handling of complaints and grievances? 

The examples listed below are based on instructions 
contained in manuals published by the various companies for 
use by their supervisors. 

The Socony-Vacuum Oil Company, Inc., of New York has 

published a supervisor's handbook containing the following 

instructions regarding the handling of complaints .5 

4* Discuss and settle employee problems as 
they arise. 

Most employee problems can be settled 
fairly and quickly if the supervisor will 
give them immediate and considerate atten- 
tion. An approach which has been used 
successfully by many supervisors Is sug- 
gested for this kind of situation. 

a. Get The Facts. - Review the record-find 

out what policies, rules, 
and customs apply-talk 
with the individual con- 
cerned-be a good listener- 
get the whole story. 

b. Weigh and Decido-Check practices and policies 

fit the facts together-con- 
sidcr their bearing on each 
other-conaider what courses 
of action are possible - 
consider effect on individ- 
uals and group-don' t jump 
at conclusions. 

c. Take Action - Do you need help in hand- 

ling? -Watch the timing of 
your action-don 't pass the 
buek-explain clearly the 
reasons for your action. 



S 

Supervisor *s handbook , Industrial Relations and 
Training, Eastern Marketing, Rocony- Vacuum Oil Co., Inc., 
April 1949. Pp. 9-10. 
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d. Check Results - How soon will you follow 

up? how often will you 
need to check? wat ch for 
changes In attitudes and 
relationships - hid your 
action solve the problem? 

The Aluminum Company of America also publishes a book- 
let for use by their foremen and it contains the following 
information.^ The instructions list four areas involved in 
the handling of complaints. Only two of the areas will be 
presented, the others will be omitted because they x*epeat 
sections b, c, and d, of the above procedure. 

Remember when handling grievance® check 

these points. 

1. Receive the grievance well 
Give the man a good hearing 
Give him your full attention 
Don't interrupt 

Ask questions 

Aak your man to repeat his story 
Repeat the essentials in your own words 
Assure him of prompt action 

2. Get the facts 
Check every angle 

Check company policies and practices 
Check labor agreement 
Exanine employee's record 

Swift end Company had prepared a guide for use by 
their foremen which, although not as detailed as that pre- 
pared by the Aluminum Company of America, does give sound 
advice. The second, third, and fourth steps in the in- 
structions have been omitted again because they are similar 



° Handling Grievances , Training Department, Personnel 
Di vis ion, ^Aluminum Company of America, p. 9» 
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to those quoted above. 

1. Get the facto 

a. Review the record 

b. Encourage the employee to tell his story 

c. Listen, discuss, don’t argue, get 
opinions and feelings . 1 

As will be seen later, when interviewing methods and rules 
are discussed, the above Instructions, although they do not 
mention interviewing specifically by name, do, however, use 
techniques established for interviewing. 

The foregoing procedures were obtained from unionized 
companies. There ere likewise standard procedures being 
followed in non-unionized industry. In the companies 
studied by the National Industrial Conference Loard, the 
cooperators suggested ten general rules for handling griev- 
ances. The rules were listed in Chapter III, and, there- 
fore, will not be repeated here. 

When the people concerned with this aspect of labor 
relations were interviewed at the Ranco, Timken, and North 
American plants in Columbus, Ohio, it was learned that 
the procedures followed in handling grievances fitted 
very closely to the pattern already described. At the Ranco 
plant, Mr. L. E. Lenengood, the personnel director, indi- 
cated that, although the supervisors were not given formal 

training in Interviewing techniques, he and his assistants 

- 

Employee Relations , Swift and Company, pp. <?ip-28. 
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did give them informal instruction in interviewing tech- 
niques. lie was pleased with the results of the informal 
training, stating that in the past six years his company 
had had leas than 1^0 written complaints. He also said 
that in the majority of the cases that the foreman and the 
aggrieved employee were able to settle the complaints at 
the first level of supervision. He attributed the success 
in settling grievances to the informal training given to 
the supervisors, and said that at a later date he would like 
to establish the training on a formal basis. 

The procedure followed at the Timken Factory, es 
explained by Mr. Fink, the factory personnel manager, was 
similar to that followed by Ranco. Here again the training 
was informal and the procedures described conform to a 
great degree with those set forth in most instructions for 
conducting interviews. Mr. Fink did not have statistics 
available that would indicate the success of the informal 
methods in solving grievances at the first level of super- 
vision. 

During a conversation with Mr. Dean Chatlin, who is 
in the industrial relations section at the North American 
Aviation Plant in Columbus, it was learned that their fore- 
men were given formal training in the handling of griev- 
ances. During their eighty hour course, the supervisors 
are taught interviewing techniques and their application 
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to the grievance situation. The supervisors also discuss 
the handling of grievances In scheduled meetings which are 
not part of the eighty hour training course. There Is also 
a plant publication In which actual grievances are written 
up. The foremen then discuss the write up of the case and 
the manner in which it was handled. 

The North American Company had two separate griev- 
ance systems in operation, one prescribed by the union 
agreement, and a second that was designed to handle those 
grievances that were concerned with things not stipulated 
in the union contract. The company is well aware of the 
importance of grievances and the necessity of providing the 
workers with a channel of com unications to top management. 

In addition to the companies already mentioned, the 
following firms also train their supervisors in interview- 
ing techniques. Role playing methods, which involve inter- 
viewing techniques, are used at the Johnson and Johnson 

Company, the American Type Pounders, Inc., the Armstrong 

8 

Cork Company, and the Harwood Manufacturing Company. 
Margaret Barron states that role playing ie used because 
"the interview is essentially an unrehearsed play in which 

the two pereons involved are both playwrights and actors 



"Handling The Grievance Problem by Hole Playing,” 
Buslneaa Week , April 9, I 9 I 4 . 9 , pp. 96-102. 



e f s i 



,11.; • .# *•«•* ivi. - *• l .•». '*-•1 

g||M UUtiXlH nt ^ )»«J4 Xm)*£ fcV 

*! > .►« >* vjOfl :.';UU *»-* *< -**<•'* *•*’ 

.• W l 4 0 #*•♦■»> -ti*--' * • * ■• > >1* ' J ' * • 

•*40 M tf V *« «<*« Mli UM 4 — r 4 P l 4K1 •*» 

.-■■ ■ .*• • ' <• •** > * ■> ’*• »> ‘ " " ** r 
^ a )p ||r^M om 0*4 pup it3>h«p »«'»••.; ttiit 
.•»f L : * 4 .w *' •• 

ipg lOftM in ft*afrl««6 Hi 

&*J*X<rq09t 704 ^irc 4 jH Im'imm) mm # wx’l * 
xiJ «*••• fJL** *4 r.,** - • .^rww* e»aln*» 

»,J p.'L.!««*n \r r,'t4«#v4.. **-J *• n-mi* * • 

. 2** »«•••* jiw ‘3 •,.«■• i r> J«-vi4.i • A) 00 in> '*of 

. . , i ? •■ ! i </ * . » • M • • • »' . «4 fi t . • •• » 

• i i. -5 ■ j it •< i '1 ’. W *•.: #•♦1 * i > ••*•’<£ 

-ptrf V9l0»oi Mlc« «l4l(«X) Jtod ,|*nf tiltoM 

. .a 4 i« <til ••II , - »/* l.re*«4 

t,. . >-5 - 4 «J . «•. • • *• 

>• i-'Jv ■'•• JO. Ok . - • 

ootif *t ao*n~ 

ui IPtlWMAt* M «l OOfr-VM *-«** 

m *3* i<* o •’••■■•-••s ‘*3 * 









«tU»4l uam Hi ■♦* 

!-.• . j- . r . ‘ .JLil* . 



lAf 



69 




In the discussion that follows, a brief account of 
the methods end rules to bo followed in interviewing will 
be presented. 



Methods of Interviewing 

This study will consider the two general ond broad 
approaches to interviewing - the directive approach and 
the nondirective approach. The two approaches are very- 
broad in scope and it would not be advisable to consider 
their many facets. A brief description of each type of 
approach will be presented followed by the general rules 
which apply to all interviewing. 

Directive Type Interview . The title ^directive 
type interview” is misleading. The significance of the 
title is more in the method used in the interview than in 
anything, else. It is best to think of "directive” ac an 
approach to interviewing. Pfiffner states*^ that in the 
directive type of interview, the interviewer assumes values 
and goals, and tries to direct the subject toward them. 

This approach is much older than the nondirective ap- 
proach, and is authoritarian in nature. The directive 

type of interview assumed that intellect, diagnosis, and 
- 

Margaret hi . 1 arron, ”fiole Practice in Interview 
Training, " Sociatry , June, 19h7* ?• 198* 

^ John Pfiffner, The Supervision of Personnel , 

Hew York : Prentice-Hall Inc., 19t>i» p. 33T» 
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understanding would lead the person being interviewed to 
attempt self correction. Ffiffner, however, point® out 
that the major weakness in this type of interview, the 
directive, 1 * that it does not take Into account the person- 
al emotions and the part that they play in the situation, 

11 

Jucius has further divided the directive interview 
into two categories - the planned Interview and the pattern- 
ed interview. In the planned interview, the interviewer 
plots out a definite course of action. They can either 
formulate their plans in writing or make mental note of 
the goals that they have set. The goals that the inter- 
viewers set can be such things as ( 1 ) the mission of the 
interview, { 2 ) how they will conduct the interview, ( 5 ) 
what information they want to get out of the interview 
and (Ip), the time to be allotted for the interview. The 
information to be gathered from the complalntant Is gained 
by asking well planned questions. The interview is planned 
to be flexible, and can be permitted to deviate within 
certain limitations; however, when this does happen the 
deviation and Its limits are known, and the Interviewer 
must know how far he has permitted the person to wander 
off the charted course. Jucius further states that this 
type of interview is within the capacity of almost all 
executives and personnel, staff members. 

^ Michael J. Jucius, Personnel Management, Chicago: 
Richard D. Irwin, 1951, pp. I 76 -I 79 . 
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The patterned type of interview is similar to the 
planned type; however, it is planned with much more care 
and exactitude. The interviewer usually has a list of 
questions that he will present to the individual during 
the course of the Interview. The questions do not have to 
come in order, but they will be covered during the course 
of the interview. The patterned interview requires more 
skill than does the planned, because answers given by the 
individual must be analyzed by the interviewer during tho 
discussion, and, should circumstances indicate, further 
questioning into the area of significance should be follow- 
ed. To carry out this type of interviewing, the man must 
be competent, and he must be able to draw the desired in- 
formation out of the person being interviewed. 

The Kon-dlrectl ve Approach . The non-directive 
interview is the type used by Roethliaberger and his assoc- 
iates while they were conducting their experiments at 
the Hawthorne Plant of the Western Electric Company. Dur- 
ing the last few years, much publicity has been given this 
method of interviewing. The usual application in industry 
ia to have trained counselors assigned to certain areas in 
the factory and for then to visit the workers periodically. 
The counselors are not members of management and must 
necessarily keep what is told them in strict confidence. 
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The method used in this type of interview is to 
permit the interviewee to spout his emotions uninterrupted- 
ly, after which he will usually come to a more analytical 

12 

frame of mind and reveal the true cause of his complaint. 

As the discussion continues, the person will continue to 
talk and soon will be sugresting the therapy required for 
hla own case. Of course, the interviewer has to be trained 
to interject information into the conversation without in- 
jecting his own opinions. 

Pfiffner further describes this as the "catharsis” 
type of interview, in which the man is permitted to say 
anything that cornea into his mind. This fact that the 
individual can talk to a sympathetic listener has value 
in itself. 

Jucius states that this type of interview requires 
a much higher type of interviewer and requires much more 
planning. When the interviewer is skilled at supplement- 
ing the conversation with gentle and unobstrusive bits of 
information, the interviewee will develop insight into him- 
self and his problems and will provide diagnosis and treat- 
ment for himself. ^ 



Pfiffner, o£. clt . , pp. 337-25B. 

13 

Jucius, op . clt . . p. 179* 

111 

Pfiffner, 0 £. clt ., p. 
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Based on the information gathered at the Hawthorne 
Plant, Roethlisberger devised the following rules to help 
the interviewer in his job. He also aaya that these rules 
apply to the first line supervisor as well as to the higher 
executive, in their relation to individuals during face 
to face contact.*^ 

1. The supervisor should listen patiently 
to what his subordinate has to say with- 
out making any comment. 

2. The supervisor should refrain from hasty 
disapproval of hla subordinate*? conduct. 

3. Do not argue with your subordinate. 

i+. Do not pay exclusive attention to the 
manifest content of the conversation. 

5. Listen not only to what the person wants 
to say but also to what he does not want 
to say or cannot say without assistance. 

Perhaps rules four and five should be further explained In 

order to realise their true significance. Under rule four, 

there is a tendency to rationalise sentiments, and, if 

the participants are not careful, they will become more 

interested in the truth of the rationalizations than in 

the sentiments and feelings being expressed.* 6 Under rule 

five, Roethlisberger found out that it was difficult for 

people to talk about things which were unpleasant to them, 

— 

P. J. Hoethlisberger, Management and Morale , 
Cambridge: Harvard University Press, I 9 W, pp. 1+0 -k 3 • 

16 

Ibid., pp. 1+2-43. 
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and hence many sentiments and feelings tended to remain in 
the background of a person’s thinking and he never considers 
or is aware of them. He states that it is important to 
listen to what a person regards as obvious, be there assump- 
tions are of great importance in assessing a person's values 
and significances. 

The two broad areas in the field of interviewing have 
been presented. The next discussion will concern those 
principles and rules that are applicable in the interview- 
ing situation. 

Rules For Interviewing 

In understanding the rules and their application 
to interviewing, you must remember that the interview can 
perform three main functions. It can be used to gain in- 
formation from people, to instruct them, or to influence 
or motivate thera.^ The third condition mentioned also 
contains theraputic value. The techniques of interviewing 
must be adapted to meet the need of the situation at hand. 
The rules which will be presented will be general rules 
and will be applicable in most all interviewing situations. 
Most of the rules are self explanatory and hence will need 
no further elucidation. 

1 7 

Walter Van Dyke Bingham and Bruce Victor *oore. 

How To Interview , Hew fork: Harper and brothers, 191*1# p. 5# 
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The principles to be followed in the interviewing 
process will be divided into two areas. The first area to 
be considered will be that concerned with the planning for 
the interview. 

l P 

Bingham and Moore J ' w in their writings liat some of 
the following as important procedures to be followed in 
the preparation for interviewing. First of all, the inter- 
view must have an objective. Sometimes in this first phase 
it is necessary to clarify your thinking, and thla can be 
done by writing out an outline of the purpose to be served 
by the interview. JJext, after the purpose of the interview 
has been determined, an appointment should be jnade so that 
valuable time will not be wasted. This should be followed 
by securing information about the person who is to be 
interviewed. The interview should be conducted In privacy, 
and in the planning phase you should make the necessary 
arrangements to secure suitable accommodations for the ^ 
interview. 

The actual Interview, or second phase, has these 
rules to be concerned with. The rules that will be given 
are those contained in Chapter 15 of Roethlisberger and 
Dickson's book. The chapter, entitled "The Interviewing 
Method" contains a more detailed discussion than will be 
presented here. In their writings, hoethlisberger and 
IB 

Bingham and -.loore, o£. clt ., pp. 29-55. 
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Dickson set forth five general rules for the conduct of 

19 

interviews which are listed as follows: 

1 . The interviewer should listen to the speaker in 
a patient, but intelligently critical Banner . This means 
that the interviewer listens to what the other person has 
to say with complete attention and interest. The inter- 
viewer is immensely interested in every word that the inter- 
viewee has to say, and in no circumstance should he cut him 
short, being "intelligently critical" means that the inter- 
viewer should try to understand everything that ia being 
said. 

2 . The interviewer should not display any kind of 
authority . The interviewer should do all in his power to 
put the worker at ease. The worker or individual may be 
resentful of authority, and the interviewer should guard 
against displaying authority in any of its several forms. 
Roethlisberger and Dickson also advise against some of the 
more subtle forms of showing authority such as contradict- 
ing the worker, treating his ideas lightly, and the like. 

3 * The interviewer should not , ,1 ve advice or moral 
admonition . The interviewer should refrain from making 
decisions and giving advice to the other party in the inter- 
view. The interviewer should not pass judgment on the 
T9 

F. J. Roethlisberger and Killian J. Dickeon, 
Management and The porker , Cambridge : Harvard University 
Tress, 19^3, PP. 266-29I. 
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other person, ana he should not appear to be shocked or 
critical, because these attitudes will prevent the inter- 
viewee from talking freely, 

1|. The interviewer should not argue with the speaker . 
Arguments tend to make him defend his actions rather than 
examine his attitudes and behavior. Any argument will 
interfere with the interview, because it will direct the 
actions and thinking of the individual and imply that he is 
wrong. 

The interviewer should ask questions only under 
certain conditions . The objective of the Interview is to 
get the person to talk, and questions can be used for this 
purpose. Any statement like "tell me more about it" will 
make the worker talk more about himself. Again, questions 
may have to be used to veer the conversation to areas or 
topics that need more thorough coverage. Questions may 
have to be asked to put the interviewee at ease at the be- 
ginning of the conversation. Sometimes it is necessary to 
start a social conversation by talking about the worker’s 
family, or his job or some similar topic. 

In addition to those principles just listed, it is 
necessary to be able to draw the interview to a close, and 
to be able to state to the individual a summary of what has 
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been oaid.^ During the interview, it is s good idea to 
summarize briefly from time to time the main points of the 
conversation so that you can be sure that you have a com- 
plete understanding of what the worker is trying to tell 
you. This can easily be done by the use of such statements 
as "an I correct in saying (then give your brief summary )." 
If your summary is incorrect, then the worker has an oppor- 
tunity to change the statement so that It will agree with 
his thoughts. 

The above rules pertain to almost every Interviewing 
situation. Pfiffner has listed some additional principles 
to be followed. These rules are particularly applicable 
for interviewing in grievance coses. The rulea not only 
cover interviewing methods, but also contain good advice 

21 

for the Interviewer to follow In arriving at his decision. 

1 . The supervisor should hear the complaint through , 
and should refrain from aaaumlnr a defensive attitude . Per- 
haps the grievance has arisen because of the actions of the 
supervisor and the employee is attempting to state his cose. 
The foreman must remain quiet and listen until the worker 
has talked out his complaint. Grievances have a way of 
settling themselves if the supervisor will listen without 
showing signs of impatience or resentment, and if he can 

20 

Jucius, o£. clt . , p. lo2. 

21 Pflffner< o_ # pp< 371-375. 
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refrain from staking judgments and oral reprimands. The 
fact that the worker can talk freely to someone who has the 
power of judgment over him sometimes causes the worker to 
think through and see his predicament in & more objective 
light. 



2. The supervisor anc the worker should both concen- 
trate on the factual aspects of the grievance rather than 
those which are personal and subjective in nature . 

5. The euper visor should refrain from takinr hasty 
action . He should put himself in the position of the aggriev- 
ed employee, and should weigh all the facts from all possible 
angle*. If there is any element of passion or anger involved 
in the Interview, the supervisor should wait until things 
have cooled off before attempting to reach a decision. 

The success of the interviewing technique contributes 
greatly to the overall success of the organisation. Mayo 
listed the following as some of the benefits derived from 

22 

the use of the Interviewing method at the Hawthorne Plant. 

1. The early discovery that the interview 
aids the individual to get rid of useless 
emotional complication and to state his 
problem clearly. Hr is able to give him- 
self good advice - a procedure far more 
acceptable than advice accepted from another. 

2. The interview has demonstrated its capacity 
to aid the individual to associate more 
easily, more satisfactorily - with other 



22 

Elton Mayo, Coe la 1 Problems of an Industrial 
Ci vlllza tion, Andover: Andover brese, T^I^, pp. olj-db. 
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persons - fellow workers or supervisor - 
with whom he is in daily contact. 

2 . The interview not only helps the individual 
to collaborate better with his own group of 
workers, it also develops his desire and 
capacity to work with management . 

I 4 .. Eeyond all this, interviewing possesses 
immense importance for the training of 
administrators in the difficult future 
that facea this continent and the world. 

5 . There remains the claim made above that 
the Interview has proved to to a great 
source of Information of objective value 
to management. 

Mayo continues by saying that "...the interview is the only 
method extant that can contribute reasonably accurate in- 
formation, or any reasonably accurate information, ae to 
the cooperation between workers - teamwork - that obtains 
in a given department, and beyond this, the extant to 
which this cooperation includes management policy or la 
wary of it." 

Little can be added to Kayo’s statement to further 
express the importance of the interview in the w or’< situa- 
tion. The use of interviewing has proved to be of tremend- 
ous holp in the field of human relations. The procedures 
outlined in the run,R VIGORS HAdI.-P00K for handling griev- 
ances problems conform to the principles set forth bore 
and carry out the principles involved in the interviewing 
process. The use of these techniques has been of great 
importance to management in settling complaints at the 
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first level of supervision. 

The interviewing technique hae been provided for 
the supervisor because he is the logical rain to handle the 
complaints of his workers. Gardiner lists sore of the fol- 
lowing aa reasons why the supervisor is the logical man to 

23 

settle the grievances. 

1, Because he ia the closest to the situation 
and ia best informed and acquainted with the 
conditions involved. 

2. The company is dependent on the foremans 
relations with his men for the kind of 
workmanship and service they render. Any- 
thing that causes the foreman to lose 
prestige or respect with his men destroys 
his ability to get results from then. If 
grievances are taken over his head and 
settled without his consideration, his 
raen will lose respect for his*. He will 
lose control. 

As can be seen, the interview is a very important tool used 
by supervisors to settle problems at their level. It can 
be very beneficial to management and the work force if 
properly used. 





Glenn Gardiner, Better Poremanshlp , New York: 
McGraw-Hill Book Company, 194l"i p. 5^* 
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CHAPTER V 



SUMMARY AND PROPOSAL 



Introduction 

The purpose of this paper has been to study the 

current procedures followed by industry in settling worker 

complaints and grievances. The study was limited to the 

first step in the grievance machinery and the part that 

the foreman or supervisor played in the settlement of 

grievances. It was learned that the supervisor was taught 
% 

either formally or informally to use interviewing tech- 
niques to help him in gaining the solution to worker com- 
plaints. General rules and principles were discussed in 
connection with interviewing, and the part that these 
played in the interview. 

The position of the foreman and the division officer 
was compared, and it was learned that the role they play 
in grievance procedures is very similar. They both are 
the first management representatives to hear the complaints 
of the work force. Because of this similarity, the role 
of the foreman in handling grievances was studied very 
closely in hopes that some of the procedures that he uses 
are applicable in the Navy situation. 
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The Proposal 

The Indications of grievances in the naval situation 
and In the industrial situation are very similar. The 
usual symptoms of grievances in the industrial situation 
are (1) low productivity, (2) poor attendance, (3) poor 
care of equipment, (ij,) poor attitudes toward supervision, 

(3) high turnover In the work force, and (6) low morale 
In the work force. The same symptoms are present in the 
naval situation only the terms are called by different names. 
The high turnover is indicated in the naval situation by 
failure of the enlisted men to re-enlist on the expiration 
of their cruise. 

The study of grievances, then, involves two areas. 

The first area is the preventative area and is used by the 
supervisor to spot troubles and take corrective action be- 
fore the grievance arrives at the complaint stage. In the 
preventative stage, the supervisor is able to talk with the 
workers and determine what Is on their mind and what are 
some of the sources of their irritations. The supervisor 
is able to take corrective action, by getting rid of the 
source of irritation. This action will Improve morale and 
work output of the crew. The second grievance area is that 
area where the worker presents hie grievance to the foreman 
either orally or In writing. 
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If management is to take corrective action in order 
to clear up sources of conflict in the work conditions, 
then the us© of the complaint that is presented by the work- 
er will depend on the three conditions mentioned by Roethlis- 
berger. Those conditions are; (1) the extent to which the 
complaint is accurately stated, (2) the extent to which the 
complaint has an objective reference and can be verified, 

(3) the extent to which the conditions cor, plained about are 
stated terms which are generally accepted. In order to 
fulfill these three conditions, the interview was used to 
get at the facts concerning the complaint. Until these 
facts are determined, it is useless to attempt to take 
corrective action. When the true cause of the grievance 
is not determined and not corrected, the workers will com- 
plain, and in some instances their complaints will concern 
different things than first stated. 

By use of the interviewing technique in unionised 
and non-unionized industry, 75# to 90 * of the grievances 

v 

were settled by the foremen at the first level of super- 
vision. Surely, then, if this can be accomplished in the 
industrial situation, it can be accomplished in the naval 
situation. 

The proposal is this - the division officer should 
be taught Interviewing techniques so that he will be 
better able to understand the problems of his sailors, and 
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to take corrective action quickly in order to prevent griev- 
ances fron building up. The longer the grievance continues 
without being settled, the harder it will be to solve in 
the long run. Roethllsberger states that interviewing tech- 
nique* as described in this paper can be used by both the 
foreman and the executive. 

The reader must remember this - there are limits to 
the capabilities of the individual in the use of interview- 
ing techniques. Studies will have to be made to determine 
the extent to which the division officer is capable of 
using the interviewing technique. There ere several things 
that must be considered. Once the division officer learns 
that the source of the complaint is not in the work con- 
ditions, but in sore area which is not within his or his 
commending officers area of responsibility, (such as family 
matters) then the man will have to be referred to the 
Chaplain or a trained clinical psychologist. 

The need of the interview is definitely indicated. 

The method of training will have to be worked out by those 
who are competent in the field. His suggestion that role 
playing which is being used successfully by the Feoeral 
Security Administration at the present time be conciaered. 
There are other methods which would probably accomplish 
the desired goals with an equal degree of success. 
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If the division officer is to accomplish one of his 
major tasks, which is to counsel and five sound advice to 
his men, then it io extremely necessary that he be taught 
the fundamentals of the interviewing technique. 
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